1964/08/14 


“TOP 


TOP _SECFET 


VI. THE NAVAL QUARANTINE 


524, Of the four principal aspects to the U.S. military response 
to the 1962 Cuban/orisis, the one that was pivotal was the ectual 
imposition of a naval quarantine. Since preparations for more 
drastic military measures are analyzed in other sections of this 
study, this Chapter will focus solely on the naval quarantine, 
The purpose will be to examine the quarantine operations retro- 
spectively, in order to determine the nature of the problems 
encountered at the higher levels of military decision making as 
they affected and were dealt with by tne Jcs. 


525. Throughout the crisis the different aspects of the U.S, 
military response required many decisions and actions which 
necessarily took into account the reciprocal impact of any one 
aspect on the others. Discussion of these interrelationships 
insofar as they affeeted comrand and control, however, can best 
be accomplished elsewhere in this analysis and therefore will 


not be included here. (See ch, V and VII.) 


526, Similarly, in addition to being influenced by purely 
military considerations, day~by-day decisions concerning the 
conduct of quarantine operations alsa were direc:ly recponsi ra 

to concurrent developments in tne international political arena, 
Available data permit only a sketchy examination of the interface 
batween the quarantine ope~ation ihse)f and these political 
developments, Deapite the limitations, an attempt will 
nevertheless be made tentatively to relate these two phenomena, 
It is essential to bear in mind that the findings of thts portion 
of the analysis are conditional. iIntormation not presently 
available might qualify or cast additional light on the internlay 
between international p-1itical developments and military decister 


relating to the quarantine ag tnis interplay evolved during the 


crista, 
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A. PLANNING AND ORGANIZING FOR THE QUARANTINE ; 

5e7. Operation plans for a military blockade of cuba had existed 
prior to the 1962 crisis. However, these had been predicated upon 
a total air and gea blockade of the isiand in the context of a 
confrontation with the Castro regime. Although these plans 
anticipated the possibility of USSR support of Castra, they were 
not intended for a contingency 4n which the major parties to the 
conflict were the U.S, and the Soviet Unton, 


528. Plans for the far more limited quarantine which actually was 
carried out were ad hoo and emerged after the crisia began. They 
were developed during the eritidal week of national decision mekir; 
which followed the initial receipt, on 14 October, of the 

photographic evidence that the Soviets were in the presess of 


establishing IRSM, MRBM, and 12-28 bases in Cuba, 


529, The decision te maintain tight securlty until more recon- 
naissance photographs could be obtained and evaluated -- and an 
appropriate vourse of agtion c2clded upon by the Prestdent -~ 
eractically limited the number of persons informed about the new 


developments prior to 19 Octoper, 


530, Various alternative courses of action were discussed earlier 
by the ameli group of high-ranking officials which the President 
quickly had organized into an Executive Committee of the National 
Security Council to serve as his prineipal advisors. ‘This 
Executive Committee, whose sole military member \as the Chairman 
of the Joint Chiefs of Staff (the Secretary of Defense and the 
Deputy Secretary of Defense also served on the committee), relied, 
in turn, on a small, select group of policy Planners for 


assistance, 


Ἷ : 
Further details may be found in Chapter II of tnis Fnelosure , 
"Pre-Crisis Military Continzeney Planninz." 
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531. From 17 October onwardfiin the NSC Executive. Committee and 
dta subsidiary adyisory groups, thinking focused increasingly on 
a limited naval blockade of Cuba as a first step in the U.S, 
response, However, although the President himseif seemed to be 
moving towards a decision to tmpose a limited blockade, he had not 


ruled out entirely other possible courses of action, 


532. On 19 October, before leaving Washington to keep previously 
scheduled and widely publicized speaking engagements which could 
not be cancelled without compromising secrecy, the President met 
with the Joint Chiefs of Staff, the Secretary of Defense, and the 
Secretary of Stace, Although δῦ transpired at this meeting 
has not been disclosed, preparations for implementing a limited 
naval blochade, if so directed, increased significantly immediately 
thereafter within the Office of thé bnier of Naval Operations (CNC) 


ang, to a lasser extent, within the ΟΝ organization. 


533. The exact time and curcumstances under which the CNO was 
designased to act as the representative of the JaS on metters per- 
taining to the biockade and the defenbe of Guantaramo are amoig=- 
uous, The arrangement seems to nave ἦνοινοῦ ga ἔϑοτο, gradually 
emerging over a period of several days origr ta 21 October, 


τι. πρρπ  πιτ - <5 
Aronymous, "Chronology of the Cuoan Crisis: October 15-28, 1942," 
UNCLASSIFIED, Tunis chronology utalizes informetion furn’.she? by 
the Prees Officers of the thite House, the Cepartment of Defense, 
and the State Department, ?restunabiy, it waz prepared in the 
Office of the Assistart Sesrelicy cr Defense for Publica Affairs, 


The first two explicit. documentary re“erernces to tie role of the 
ΟἿΟ ag the agent or wie JCS on clockade matters uncovered during 
pats otudy were dated 20 and 41 October, respectively, On 20 
scober, in reply ta the questions sos2 enuby - 
tary of Defense ene previ qua day, the Fos" ven ΈΕΤΈΕΙΣ ΤΙ οὐθὲν 
Secretary that "...¢ha whvle blockade progr.m has been assigned tc 
Admiral Anderson /ONO/ hy the Secretary of Cefense," (JCSN-790~62 
20 October 1962, For SECRET.) Since this was the case, the memo~ 
randum continued, the JCS had refrained from replying to those of 
the Caputy Secretary's questions which related to rutes of engaze~ 
ment, conaept of operations, et¢e., fara potential blockede, 
(10 18.) In another memorandum coated 21 October, the CNO's exec- 
utive officer referred to the designation of the CNO as 05 
‘representative’ for the naval blockade and the Gefense of 
Guantanamo and ouclined procedures designed to ensure coor dine tion 
between various Officials and agencies, including the JCS, which 
were involved in policy decisions concerning the blockade, {OP-00 
Memo 00092/62, from Exec/CNO to distribution, TOP SECRET.) Staff 
officers wlcthin J-3 vho were assigned duties relating to the 
blockade were not informed of tne circumstances under which tne 
CNO wag designated to serve as tna JCS representative, (Inter- 
views with J~3 personnel.) 1p Sin R Ke iy 
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534. the day of the White House weeting in which the Joint Chiefs 
of Staff partietpated (19 October), the Secretary of Defense 
apparently requested that the CNO develop rules of engagement and 
detailed operational coneepts fot a limited naval blockade. 
Presumably, policy guidelines 6 the blockade concept were coordi- 
nated by OPNAV through the Deputy seoretary of Defense with the 
work on legal aspects of a blockade which had been under way withir 
the Departments of Justice and, State since the previous evening 
(18 October) .* About the same time, the Deputy Secretary of 
Defense requested the views of the JCS on several matters relating 
to a potential blockade of Cuba, including rules of engagement, 
the materiel to be included in the list of prohibited itoms, and 
the capabilities of Latin American nations to assist in executton 


of the plan.> 


535. The following day (20 October}, the JcS transmitted its 
opinions on gone of ths questions τίει σεὰ by the Devuty Secretary 
of Defense, For example, an estimate of the probable availability 
of Latin American naval resources for participation in a blocxace 
was furnisned, However, the Jolnt Chiefs of Staff refrained, at 
tnis time, from commenting formally on either the rules of engase- 
ment or detailed operational concepts for the blockide. Under the 
procedural arrangements which were evolving, the primary planrirs 
responsilolilities in this area already had been delegased to the CN 
by the Secretary of Defense, Proposed rules of ergagemert, opera-~ 
tlonal concepts, and other planring pepers related t2 the olockade 
had been drafted during tna night of ths 19th within OPNSV. These 
apparently were scrutinized by the Joint Chiefs of St:rf on she 


2 
morning of 20 Ostober,” 


— -  - ΄ο΄ὦοὦὃςς 
JCSM-799-62, 20 October 1962, TOP SECRET, 


CNO Flag Plot Cuban Watch Log, 19 October 1952, passim, TOP 
SECRET; New York Tames, 6 November 1962, UNCLASSIFIED. 


3308 2304/74, 20 October 1962, op. 530-537, inclusive, TOP SECRET, 
RESTRICTED DATA, 


"reid. ; JOSM-799-62, op. cit. 
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536. Neanwhtle, within the JCS organization, and particularly 
within J-3, substantave and procedural preparations relating to 
the potential imposition of a lamited naval blockade also had 


? 
been accelerated. f 


337. At the request of the Chairman, IGS, on 19 October the 
Director, J=3, had established 4 speci@i biockade group composed 
of three officers, This group, neaded by captain Ὁ. Lb, Moody, USN, 
was assigned primary responalbjllty for: 

&. Maintaining lleic th the office of the CNO; 

b. Coordinating with “Arector and Deputy Directors 
of J-3 on blockade matters, and 

8. Insuring that the flow of information on blockade 

developments to the Office of the Chairman, to the JCS, and to 

the Director, Joint Staff was both adequate and timely.? 
Because of the special Becurity médsures still being maintained 
and the heavy workload of all J=-3 personnel assigned to Cuba-~ 
eonnected antivities, there was, at th is ‘tire, no form2zl coordi- 
nation between the blockade group and either Current Actions 

Cenrer watch personnel or those deatanaced so become mambers of 


the Joint Ὁ tlle Staff ceams who were beginning to be alerted.” 


538, Within the GNO Flag Plot, a special Cuba watch tear also 

was activated cn 19 October, at 1500 EDT, ‘The ONO Flag Pilot yatch 
was instructed tht when politey decisions were required on matters 
pertaining to the planning for the potential naval biockade of 
Cuba ar the defense of Guantanamo, these were to be referred ta the 
eNO, the Vice-CNO, the Deputy CNO for Plens and Policy, or the 
Deputy GNO for Fleet Operations and Readiness.> These flag 
officers formed the nucleus of a Poliey Wateh which was on duty 
around-the-clock throughout the erigis. 

Memorandum for General Taylor from Major Generel Unger, 20 
October 1962, SECRET; Memorandum for Director, J-3, et al; from 


Wilitary Secretary, J~3, "Quarantine Operations," 25 Getober 1962, 
SECRET; interviews with J-3 personnel, 


Ἔτρια, 
3eno Plag Plot Log, passim; TOP SECRET; OP-00 Memorandum 00092/62, 


21 October 1962, TOP SECRET. Further details on the role of CNO 
Flag Plot durirg the crisis may be found tn Appendix B to 
Enclosure Ὁ of this analysia. 
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539. By 1430 EDT, on 20 October, the President was back in 
Washington, having cancelled the remainder of his campaign trip. 

A cover story for the press had claimed he was 111 with a cold, 
The NSC Executive Committee, augmented, was in session at the 
White House, During this session, the President decided to 
institute the limited naval blockade of Cuba <-- which he later 
termed a "quarantine" -- ag quickly as possible, taking account 

of the necessity to notify Allies and to permit completion of the 
military preparations, The time for a public announcement by the 
President of the United States’ intentions was tentatively set for 


1900 EDT, on Monday 22 Oetober,* 


540. Meanwhile, the special J-3 blockade group had been in 
freauent contact with CNO Flag Plot and otner OPNAV Cuban action 
groups, Staff work related to planning for the quarantine again 
continued throughout the nignt. Within OPHAV, revised rules of 
engagement were drafted, The J-3 blockade group, assisted by 
other duty officers, prepared for the Director, J=#3, a enecklist 
of items requiring JCS consideration, Draft texts of messages 
were anpended to this checklist, These draft messages were 
intended to furnish in advance the oasis for the mesaazcs which 
would have to be transmitted as actions were apyrcved and 


implemented ,° 


541. On Sunday, 21 Cetooer, the Jolnt Battle Staff was activated, 
Arrangements for representatives of tre Nattonel Seourtty Ageacy 


to be on duty in the Current Actions Center (CAC) on a 24-hour 


"chronology of the Cuoca Coisis...," op.cit., page 5, 
ultimately, this checklist was termed the {-τ3 MCL, Recause cf 
other demands on the blockade group, responsibility for its 
preparation subsequently wis reassigned, (Memorandum, “Responsi- 
bilities for Preparation of Daily Master Chacklist for Cuban 
Operations," dated 23 October 1°62, from Brigadier General E. H, 
Burba to other Deputy Directors. J=3, and to Chiefs, Operations 
Plans, Ceneral Opsrations and current Operations Divisions, J-3, 
SECRET.) For a detailed discussion of the develooment ang 
preparation of the Master Checxlist (MCL), see Enclosure Β of 
this study, "Procedural Analysis of J-3 Command and Control 
Operations," 
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basis had been completed. Similiar arrangements > the assignment 
of State Department staff members to duty in the CAG were in 
process, The Office of the CNO outlined in detail formal pro- 
eedures for ensuring coordination between OPNAV and the Jc5S 
organization,+ Ad hoc procedures had evolved for effecting inter- 
devartmental decisions and coordination on policy papers pertaining 
to the blockade and other crisis matters. ‘The White House, the 
Office of the Secretary of State, the Office of tha Secretary of 
Defense, the Office of the Deputy Secretary of Defense, the Office 
of the Chairman of the Joint Chiefs of Staff, the Joint Chiefs of 
Steff, and the Office of the Chief of Naval Gperetions were 
utilizing a special courier service to accomplish whatever policy 
coordination was required during periods when the Executive 


Committee of the NSC and the Joint Chiefs of Staff? were not in 


gession,. 


nn eS 
542, Presumably, CINCLANT had been kept informed of major develop- 


B, ALERTING THR QUARANTINE FORCE 


ments in Washington througne.t the critical week of national 
decision making, However, available date do not reflect in any 
detail what role, if any, CINCLANT played in the operational 


planning for the quarantine. 


543. On the afternoon of 22 October, the CNO, in nis capaczty a3 
JCS representative for quarantine operations and the defense of 
Guantanamo, ist .ed to LANTCC.' 1 first ia a geries of e:nclusiva 
Cuba contingency SITNEPS, Shortly thereafter, CINCLAdT, in bis 
capacity as CINCLANTFLT, directed COMSECONDFL . in his esnacit- as 
blockade commander, to submit four-hour SITSDPS if opesations were 
initiated, The same message informed the clockade commande’ that 


— ὁ  φ τ ὁὋ:-Ὃ;!;͵Ἔ  ᾽:᾽᾿᾿. 

tapparently, Some of these procedures were not implemente 
imnediately, Coovdination between the Joint Battle Staff Teams 
and the CNO Flag Plot iateh continued to be somewhat snorsdia 
until at least 24 Oatoder. Taroushout the crisis, the special 
J-3 blockade group served as che principal 5.3 liaison witn 
oPMeye Memorandum : n, warantine Operacions," from Military 
anratany, 7-3 at arecter, J=3: Rattle Starr Chier /gic,’: 
Quarantine Watch; Operations S.pport, NIICC} EA Team meee” 
dated 25 October 1942, SECKET. , , 
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the probable first target at the quarantine line was the Soviet 
merchant ship POLTAVA, expected on 29 October,* 7 


544, About the same time, an exclusive measage personally drafted 
by tne Chatrman, JcS, was transmitted to all the CINCS and to 
LANTCOM component commanders, General Taylor's message reported 
that: 
a. The President was considering the establishment of a 
bDicokade of Cuba; 
b. DEFCON 3 would be established worldwide effective at 
the time a public announcement of U.S, intentions was made; 
&. This announcement Was, tentatively scheduled for the 
evening of 22 October, D.C. time; and 
d. The tentative time for initiation of blockade operations 
would be somewhere between 24 and 48 hours later, 
Addressees ware cautioned that this information was extremely 
sensitire and were directed to hold it elosely.* The CINCS 
earlier had received hints, and even a formal warning, that 
milisary action against Cuba twas under consideration. Reinfrorce- 
ments had begun to arrive at UWuantanamo in phased tactical groups 
as early as 19 October, Two days previously, CINCONAD had been 
directed to augment the air defenses of the southeactern U.S, 
immediately. However, this message was the firsc fron the JCS to 
alert tne CINCS to tne fact that the naticr:1 dcaision raxers were 
moving towards the imposition of a blockade as the initial mili- 


tary move, 


545. Shortly after the Chairman's exclusive warning message 
concerning the blockade had been dispatched, the Presicent again 
met in the White House witn the ational Security Council, The 


CNO participated in this meeting. Progress reports were given on 


tonto Message to CINCLANT and LANTCOM Component Commanders, 


Exclusive, D&G 2117132 Csteber, TOP SECRET: CINCLANTFLT iiessage 
to COMSECONDFLT, DYG 2118052 October, TOP SECRET. 


®308 Message 6830, Exclusive, DTG 2118412 October, TOF SECRET, 
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preparations for the blockade, and the third dra 
President's speech was discussed, It was decided at this NSo 
session that, although the first U.S. objective would be to hlock 
further shipments of Soviet offensive military equipment to Cuba, 
1t 8180 was essential to insure that the Soviet missiles already 
in Cuba be removed under U.N. supervision and inspection, At 
2200 EDI the Secretary of Defense approved the concept of oper- 
ations and the rules or engagement for the quarantine.° 

546, The detailed policy guidance approved by the Secretary of 
Defense on the evening of 21 October was not formally transmitted 
to CINCLANT by the JCS until soout seven o'clock the following 
morning, Weshington time. Apparently, the final draft of the 
message containing this guidance had been prepared during the 
night, primarily within OPNAV. If its transmittal waa prefaced 
by any earlier communications between the CNO, in his role as 
JCS representative’ for naval quarantine operations, and CINCLaNgT, 
this fact 1s not reflected in available data. Nos dy these cata 
Show any evidence of communicatiors, during the night between 


key deputies of the CNO and CINGLANT.2 


547, Irrespective of the extent of communication vetween these 
echelons which took place after the Secretary of Derense had 
appraved the concept of overations and the rules οἱ engagement 
late in the evening of 21 October, approximately tio nmourt earlie.s, 
at 2026 EDT, CINCLANT, acting in his capacity as CINCLANTFLT, hed 
issued his initial OP order concerning a limlred naval blockade of 


4 
Cuba, The OP order vas effective for planning on receipt and ‘or 


a 
ἦν chronology of the Cuban Crisis..,," op,cit., p. 6, 


Ἔτρλο, 


3yeither the CNO Flag Plot Log entries covering this period nov the 
message traffic esamined shows any evidence of communacation be- 
tween OPNAV and LANTCC!H during the night at any time after 22900 
EDT, the hour when the quarantine concart of operations and rules 
of engagement were approved by tne Gecretary of Defense, However, 
no complete resorce of secure voice link trafic was released to 
the authors of this study. 
CINCLANTFLT OP Order 45-62 to COMSECONDFLT, COMASWFORLANT, 
COMOPTEVFOR, and COMTRALANT, info to CINCLANT, CNO, JCS and 
CINCARIB,. Transmitted as CINCLANTFLY message DTG 2200262 
October, TOP SECRET, 
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execution when directed, It established a blockade force, desig- 
nated as Task Force 136 (TF 136), under the command of COMSECONDFLT 
in the NEWPORT NEWS. COMSECONDFLT was directed to designate 
COMCRUDESFLOT 6 in the CANBERRA as the surface quarantine group 
commander. The OP order also directed certain other CINCLANTFLT 
component commanders to "CHOP" (change operational control of) 
snips required for the blockade operations to COMSECONDFLT. 
COMASWFORLANT was direated to conduct air surveillance as requested 
by the blockade commander, Direct liaison was authorized among 

the various LANIFLT commands involved, with CINCLANTFLT to be kept 
informed, The commander of the blockade force was directed to 
submit contact reports with flash precedence and to make amplifying 
reports of significant interception/visit and search developments 
by OP immediate message, addressed for action to CINCLANTFLT, with 
anfo copies to ClO, CINCLANT, and JCS. ‘The blockade commander was 
also directed to submit SITRE?'s every four hours to the same 
addrasseea. It was noted chavo "no-change" (4.e,, negative) 
SITREP's also were required, The OP order 2iso stated thet 


Rusoian interpreters wera to ve peovided oy BuPers,? 


σι CONCEPT OF OPERATIONS AND RULES OF EnlGAGEMENT 


—— 


548, The concent of operations and rules of engagement contained 
in the original CINCLANTFLT CP order to tne blockade task 7ovee 
ware essentially the same as those contained in the instructions 
subsequently transmitted to GLNCLANT by the JCS, Bowuevec. sligatly 
less emphasis was placed on keeping the use of force to tae abso- 
lite minimum. The crizinal OP order did not allude to the vossit- 
bility of the participation of the vessels of Allied or friendly 


natlons in the blockade aperation. The ootential ecsension af the 


toINCLANTFLT OP Order 45-62 to COMSLCONDFLT, COMASHFORLAMT, 
COMOPTEVFOR, and CCNTRALANT, Transmitced 35 CTUCLANTFLT Megsage 
DId 220026Z October, TO? SECRET, 
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blockade to include measures to prevent the importation of pro- 
hibited materiel into Cuba by airlift, as well as by sealift, wap 
not mentioned. COMSECONDFLT, as commander of TP 136, was author- 
ized to make such taatical decisions as designating the ships te 

be intercepted, naming the U.S. ports to which uncooperative ships 
suspected of carrying prohibited materiel were to be divertad, and 
determining which intercepted ships were to be boarded and searchec 
Tnese standard command arrangements were soon to ve modified signii 
teantiy. | In addition, the list of prohibited materiel contained 
in the initial CINCLANTPLT OF order included both POL and "fuel 
anc lubricants for offensive systems," neither of which was 


mentioned tn the later Jcs nessage.* | 


549. Early on the morning of 22 uctover, the JCS transmitted to 
CINCLANT the basic blockade message and virtual operational plan 
which, with some subsequent modifications, was to serve as 
CINCLANT's ‘fundamental policy guidance for conduct of the quaran- 
tine. Tne message had been prenared primarily witrin the Office 
of the CNO, who was acting as JCS representative for quarantine 
operations, and had been avproved by the Secretary of Defense. 

The message sti11 referred throughout to a "blockade"; subsequent?: 
the terminology was to be modified ta conform to the Fresiaent's 


use of the term "quarantine," 


550. Salient points in she message were: 


ΒΕ. General Conseve of Operations The vlockade would inelud 


maximum use of all available assets for collecting, reporting and 


{ornchantrir OP Order 45-52, on.cit, The inclusion of POL in che 
iginal CINCLANTFLT OP order was discovered about 1330 EDT on 


43 uctober by an officer assigned to uhe Joint Battle Start wateh 
in the NMCC. This discrepancy between CINCLANTFLT's ΟΡ order and 
the ilst contained in JCS message 6849 was brought to the atten~ 
tion of a Deputy Director, J~3, who directed OP} AV to see that 
POL was deleted. (Memorandum for the record, dated 23 October 
1962, TOP SECRET, in the J-3 Cuba Joint Battle Staff files.) 
Neanwhile, CINCLANTFLT, after receipt of JCS mesaage 6848, had 
already issued a revised OP order the previous day which deleted 
both POL and other "fuel and Lubricants for offensive systems" 
from the list of prohibited materiala, The ommission of an 
explicit reference to missile propellants in the list of pro- 
hibited materials prepared in Washington was not discovered 
until laters | 


ECRET 
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Aanterpreting intelligence concerning merchant ships and atrerastt 


which might be carrying prohibited materiel to Guba.” Naval 
“operations by intercepting ships were to be carried out in such 
a manner that the normal positions of these ships would be out- 
side the effective intercept range of enemy airoraft *mown to be 
operational from established Cuban bases. Should Allied or 
friendly nations offer assistance in enforeing the quarantine, 
U.S. forces would cooperate fully with the forces of nations 
rendering such assistance, 


Ὁ. Prohibited Materiel: The original JCS message included 


the following: patrol craft, motor torpedo boats or other craft 
with armament provisions, and their armament, ineluding surface- 
te-surface missiles and torpedoes; bomber and fighter-bomber 
aircraft; bombs, air-to-surface rockets and guided missiles; 
warheads for any of the avove weapons; mechanical or electronic 
equipment to suppont or operate the above ilems; and any other 


items hereafter designated oy the.Secretary of Defense 


lA this time, the possibility of an air quarantine 46:11 was osing 


considered, and in addition to detailed pclicy guidance conrserning 

the establishment of the limited -aval blockade, the message ir- 

cluded guidelines which would δορὶ should the euarantiaa ae ex- 

tended to incline Soviet airoraftt., lovever, the JOS nuted tact, ι 
according to intellizgence indicators, most of the pronibived 1\ A | 
materiel being imported into Cuba wag being carried in Communist y 
Eloe ships. Although CINCLANT was inatructed to aevelop plans 

far a blockade of aircratt, tnese were to be executed ΠΣ upon 

tie direction of higner heddquarters, 


24s the crisis unfolded, intelligence information on the movements 


and cargoes of foreign ships indeed was collected and utilized in 
a variety of ways, However, the cata on which thia atudy 15 based 
Vere insufficient ta permit a full analysia af the impact ef such 
2parational intelligence on quarantine decision-making processes, 
Therefore, this facet of the quarantine will, of necessity, be 
axamined only cursorily. 
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Δ. Defense of Cuagntenano: Upon receipt cf che message end 
prior to the imposition of the blockade, CINCLANT was directecl to 
evacuate dependents and to reinforce Guantanamo. ΤΩ addition, 
detailed instructions were given concerning the defense of 


Guantanamo and the ships and aireraft approacning and leaving 


the base pecific rutes cf engagenent were spelled out in 


detail, 


Lehotoreconnatssan9- and other intellisrnes informeSion tndicated & 
that at least twelve Soviet patral boata of thia class were ovar- 13| 
abling from Cuban bases by mid-Octooer, Trey wers manned by Sovies) 
crews, ard each carried two missiles estimated to have a line-or- Μ᾽ 
sight range of 10-12 n.mi., with each misaila capable of carrying , 
a @,000-pound HE warhead, ‘The XOMAR-class PGMG is noc es4maten 

to be capable of reloading 108 missile tubes at sea] (LAITCOr, 
Headquarters of the Commander-in-Chief, "“CINCLANT Historical 

aogount oF Cuban Crisis, 1962 (U}," 29 April 1963, TOP SECRET, 

page /. 
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@. Control and Protecsion of U.S, Merchant Ships: 
Coincident with establishment of the blockade, CINCLANT was 


instructed to institute protection for U.8. shipping in the 
Florida straits, the Yucatan Channel and the Windward Passage .+ 
Air cover and surface forces were to be utilized as required. 
CIUCLANT was informed that it was undesirable to institute a 
formal control of U.S. merchant shipping. However, he was 
authorized to advise ships' masters on preferred routings if 
he fait that this was desirable to maintain economic use of 


the forces assigned to the mission. 


& Reportage: The JCS strossed that prempc reports te 


higher authority on 811] incidents were absolutely essentiel.* 


551. After receipt of this detailed guidance, CINCLANT, on 2° 
October, reconmended several modifications of vke rules of engage- 
ment to the JCS, These related vrimarily to tactical matters con- 
cerning the conduct of operationa, and were still under review 


that evening. 


(eartier on the 22nd, CINCLANT had informed the JCS thaler-pmancetc 
δα delegated to COMAWESTFOR responsibility for protecting U.S. 


shipping in the Florida Straits and the Yucatan Chennel esgainst 
possible Cuban attack in response to the imposition of a blockade. 
COMCARIBSEAFRON was to assume responsibility for protection of 
shipping in the Windward Passage and for furnishing escort for the 
ships carrying dependents evacuated from Guantanamo back to the 
U.S.) (CINCLANT Message to JOS, DPQ 2203422 October, TOP SECRET, ) 


*7c3 Message 6848, OTG 222111Z October, to CINCLANT et al., TOP 
SECRET, 
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552. Meanwhile, as will be recalled, CINCLANT, acting in his 
capacity as CINCLANTFLT, already had alerted COMSECONDFLT to pre~ 
pare to command the principal naval quarantine task force (TF 136) 
when directed. Within LANTCOM, therefore, COMSECONDFLT was 
finalizing and soordinating his plans for carrying out this 


assignment, 


Ὁ. COMPOSITION OF THE PRINCIPAL, QUARANTIN" TASK FORCE (ΤῈ 136 
553. According to the concept of operations for TF 136 developed 
by CINCLANTFLT and COMSECONDFLT, who was to command the task 
force, TF 136's internal organizational structure and chain of 
command were to follow established Navy procedures.* Within the 
Task Force, there were to be three task groups, each with its cwn 


commander subordinate to COMSECONDFLY.3 


552, One of these task groups, responsible for surface patrol 


and interceptior, vould be designated TC 136.14 and would pe 


“CINCLANTFLT OP Order 45-42 to COMSECONDFLT, et al., DTG 2200262 
October, TOP SECRET, op.cit. 


emmene procedures provide for blocks of s@sk farce nu~mbers to be 
Allovated to Fleet Commanders in accord2nce with their needs, 
When establishing ἃ task force, a Fleet Commender designates the 
Tas Force Commander and assigns specific ships ard aireraft to 
the task force, 


The Task Force Commander and his susordilnate conmr2nders then may 
further subdivide the tasic force as requiced by its size and the 
complexity of its mission, Tne sundivisions which may be made 
wathin a task force, listei in descending order of conmand eche- 
longs, are: task groups, task units, and task elewants. At cach 
eccmmand echelon within the task force, a me“nmrum cf ten sup- 
divisions into the rext lores. ccmmand ecneica 1s vermissiole, 


3oTF 136 OPOND 1-62, transmitted ag CONSECONDSLT Messace ὉΠ 
2216102 October to COMCRUDESFLOT δ, COMCARDFV 19, ΘΟ ΟΞ ΘΚ 14, 
et @1,; information copies CINCLANTFLT, CINCLANT, CNO, et al, 
WOPSECRET, effective for planning upon recelat and for séecutlon 
wnen directed, 


4 standard Navy procedures inelude the use of a decimal designation 
systen to identify the vartons componerts of a task foce?, Unter 
this arrangement, a specific number 1s asSigned to eachsubatyicimn 
of the Task Force at each command echelon. The task group number 
anopears immediately after the Task Force number and 1a s*narated 
from it by 8 decimal point. Similarly, each task unit within a 
task group is assigned 105 own additional number, wiich eppears 
immediately following the task group number and 1s separated from 
it by ἃ decimal point, Henee, the decimal designation 156.1.1, 
which was applied to ths destroyers assigned to stations en the 
quacantine intercept are during the 1962 Guban crisis, indicated 
that these destroyers constituted Task Unit 1 of Task Group ἃ of 
Task Foree 136, 
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commanded by COMCATIDESFLOY 5 in the CANBrRA?. This task group ims 
to be further subdivided into three task units, each with its ow 
commander aubordinate to COMCRUDESFLOT 6. The three task unita 
within TG 136.1 were to be: , 

a. A surface intercept unit (Surface Blockade Unit 136.1,1), 
consisting of (twelve destroyers (DD's) and commanded by COMDESRON 
26 in the USS DEWEY: and 

Ὁ. Two surface patrol units (Surfrce Patrol Unit 136.1,2 and 
Surface Patrol Unit 136,1,3), each consisting of one cruiser and 

(two festroyers and commanded by the commanding officers of the 
USS: CANBERRA and the USS NEWPORT NEWS, respectively. 

A destroyer intercept line was to be established on an arc with a 
radius of 500 miles centered at Cave Maysi, Cuba, mae[ twelve DD'ig 
constituting Surface Blockade Unit 136,1.1 were to cceupy stations 
along this are, which was approximately 650 miles long, extending 
from Latitude 27° 30: N., Longitude 70° W to Latitude 20°N., 65° W, 
The two surface patrol units within Task Group 136,1 also woulo be 
deployed to this sexe general area of eperatisns. However, unlike 
the DD's assigned to the interoept unit, the shins assignee to thea 
two surface patrol units would not be expected, at times ‘then thezr 
had not been directed to uncerta%e a specific pursuit mission, to 


operate within a spezified distance of a Σὲ -ῦ station, 


955+ The second task group within TF 136 would be an ASW/air 
Surveillance group (TG 136.2). Unlike TG 136,1, it would not be 
further subdivided, TF 136.2 was to be commanded by COUICARDLY 18 
in the USS ESSEX, In carrying out ASW/air surve2rllance operations, 
the ESSEX, wi th(37 \carrier-pased alreraft, including) 14] her 
copters, would be assistea by the Bermuda ASw group and οὐ’ tne 
Caribbean ASW group. Aerial surveillance waa to be czrried out an 
an area esstward of a line between Bermuda and Roosevelt Roads, 


[Four{ no's were assigned to escore the ESSEX. 
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556. A third task group within TF 136, consisting off two A0ts 
and ἘΞ DD's, would furnish logistic support, Designated TG 
136.3, it would he commanded by the commanding officer of the 
USS ELKOMEN,+ 


557. The chain of command for TF 136, then, was to procead upward 
from the tactical level through the Task Force Commander 
(COMSEGONDFLT) to CINCLANTFLT, CINCLANT, and the CNO and downward 


2 Had these command arrangements 


through these same channels, 
actually been applied consistently during the conduct of the 
quarantine operations, the only deviation from established pro- 
eedures in effect at the time the crisis arose would have been at 
the CLUCLANT~GNO level. ΤῊ recent years, the CINCS vsually have 
reported directly to the Joint Chiefs of Staff as a corporate 
body, rather than to one οὗ its individual members .> fa this 
instence, however, even before TF 136 commenced operations, the 
CNO had been designated to serve as JCS representetive for quaran- 
tine operations and the defense of Guantanamo, Tne fact that the 
CNO was serving in this capacity led, insefer as the conduct of 
quarantine operations was concerned, to a partial -~ and 


temporary -- modificatior of the customary command relatidrships 


.-.ὄ - 


*CTF 136 OFORD 1-62, op.cit., TOP SECRET. 


Aa organizational chart depicting these anticipated command 
arrangements is oresented in Table I, p. 2213, below, 


3Under the terns of the Departments of Defense Reorganization Act 
of 1958, the Uidfied ang Snecified Comrandercs a.sume legal 
resoonsisitlity for fulfiliing combat missions assigned to ther 
oy the Prasiden., as Comiasider-in-Chisf, and by the Searevary 
or DeTtense, Hovever, in esercislug direction over the Unified 
and Svecified Commends, the Secretary of Defensa is authorized 
by law to utilize the assistance of tne Joint Chiefs of Staff, 
Therefore, in recent practice, operational control or the Un: ζ. 56 
and Specified Commands usually has been exercised by the Joint 
Chiefs of Staff, acting in bebalf of the Secretacy cf Defense, 
Sinee 1998, when performing thio funetzon in conformity to the 
polisy guidance of the Secretary of Defense, the Joint Chiefs of 
Staff usually have been directed to act as a corporate body, 
Hovever, the law reserves to the President discretionary author~- 
ity to direct whatever changes in the chain of command, insofar 
as it affects the Unified and Specified Sommanders, that he, as 
Commander~in-Chief, may determire to be necessary. Wich prior 
approval of the President, then, the Secretary of Defense 2an 
direct that che Joinc Chiefs of Staff modify the procecures under 
which operational control ove~ Unified and Specified Commanders 
is exercised. ‘This prerogative was applied during the 1962 
Cuban crisis, 
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between the JCS and CINOLANT. With the CNO authorized to act in 
behalf of the entire JCS on quarantine matters, thé command 
relationships which were establighed during the planning pnase 
of the naval quarantine closely resembled those which had been 
commonplace before major changes in the command structure were 


introduced in 1959, 


558. 4s the erisis unfolded, the command arrangements which 
actually were applied to the conduct of quarantine operations 
were to differ significantly from those which nad been anticipate 
when TF 136 was organized, These actual command arrangements 
subseauentiy will be deseribed in some detail. They were to prov 
to be an acmixture of initial dramatic deviations from 
traditional patterns, followed by a temporary reversion to those 
patterns, and finally, again a departure -- but less dramatle -- 


from traditicn. 


559. Irrespective of wnat command arrangements actually were to 
apniy to the conduct of the quarantine. by 1240 EDT on 22 Octooer 
CONSECONDIFLT, in his capacity as Commander, TF 136 hee issued 
his initial OP Order coacerning the composition ano concept of 
operations for the task force.* This OP order was effective for 
planning upon receipt and for execution wnen directed, Before 
U.S, intentions were publicly disclosed by the Presijent, then, 
the forces reatir+-d to implement the quarantine |ad been OF 4gln1ar 
and were reaening a high state of operational reediness for thei: 


mission, 


—— ὁ ὁ Φὁὃὸὃὸ»Ὧὸό. 
torsor to enactment of the Departnent of Defense Reorganization 
Act of 1953, an "Exeovtive Agent" procedure had been utilised, 
Uncer this arrangement, the Unified Commands ware allccated amor 
the various Services. Actual direction of the resbpeitive Urifi 
Commanders was exercised, not by tne Joint Chiers of Sterf as a 
corporate body, but by the appropriate individual Service chief 
acting in the capacity of an executive agent for the J.S, 


The 1958 legislation was intended, among other things, to furni. 
8. basis for modifying these former command relationships, Hewe- 
ever, under tne new act, the President, eg Commander-Ln-Chief, 
retained discretionary authority to effect whatever changes in 
the chain of command between himself and the CINCS that events 
might require, Such changes may be introduced at any time, 


CTF 136 OP ORD 1-62, transmitted as COMSECONDFLT Message DTG 
2216402 October, op.cit., TOT SECRET, 
RIT 


- δ 
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560. In addition, within the theater, steps had been taken to 
reinforce the U.S, base at Guantaname, The last dépendents were 
evacuated from Guantanamo shortly before the President began his 


address, 


561. Before describing the actual quarantine operations which 
TF 136 subsequently conducted, it 15 necessary to recall briefly 
relevant decisions and actions being taken in Washington at the 
nighest national levels, 


E, THE PIRST PRESTDENTIAL PRONOUNCEMENT 

562, At 1900 EDT on 22 October, the President, as scheduled, 
began to deliver over the radio and television networks the 
address which publicly disclosed the U.S, decision to impose the 
naval quarantine as a first step 11 its response to the crisis. 
He announced the Soviet introduction of MRBM's and IRBM's into 
Cuba, stressed U.S. objections to this aggressive act, and oute 
lined a program of action aimed at preventing any further bLld- 
up of Soviet aftennlve enpabilities in Cuba and accomplishing the 
renoval of those missiles and fighter-bombers already deployed ta 
the island, The President svatved that he had directed thas seven 
initjal steps be taken immediately, These were: 

a. A strict quarantine on all offensive milicary equisment 
under shipment to Cuba would be initiated; all ships tound for 
Cuba from whateves point of origin would be turned tick If Found 
to contain cargoes of offensive weapons. If necessary, ‘the 
quarcntine later would oe extended to other types of cargo sal 
carriers, However, as an initial sten, the U.S. did nove ¢nten4d 
to interfere with traffic bringing food and other necsssilies 
to the Cuban people, as the Soviets had acne duriag their 
blockade of Berlin in 1948, 

Tsome of these already have been discussed, in a somewhat difffer- 


ent context, in the earlier chapter on the U.S. decision. See 
Pp . 85-90 “ 


TOP SECRET - 206 - 


ἢ “Γ" 


ae | 


TOP SECRET a Or Re” Cabs | 


Ὁ, Close surveillance of the military build up in Cuba sould 
continue, end the U.S. armed forces had been directed to be pre- ; 
pared for any aventualities. 

δι Any nuclear missile launched from Cuba against any 
nation in the Western Hemisphere would be regarded as an attack 
on the United States by the Soviet Union, requiring full 
retaliation upon the USSR, 

Δ, The U.S, base at Guantanamo had been reinforced, 
dependents evacuated, and additional military unite alerted to 
assist in the defense of Guantanamo if required. 

8. The U.S, was calling for an immediate meeting of the 
Organ of Consultation, under the OAS, to consider the Soviet 
threat to hemispheric security and to invoke the appropriate 
articles of the Rio Treaty in support of all necessary action, 

£. The U.S. was asking under the U.N. Charter for an 
emergency meeting of the Security Council and intended to intro- 
duce a resolution calling for the prompt dismantling and with- 
drawal of all offensive eaponsa in Cuba under U.N. supervision 
before the quarantine could be lifted, 

& Premier Khrushchev was cequested to halt and eliminate 


this clandestine and provocative threat ¢o world peace, 


563. The President also warned that any hostile rove anyvhere 
in the Free Yorld, including Berlin, would be met by whatevar 


action was required,? 


564, The arrencsements which were made to inform end coordinate 
with Alljed states -~- especially in NATO Europe and in Lat_n 
Ameriea ~~ prior to and simultaneously with the Preeident's speech 
have beer described elsewhere in this study and need not be 
repeated here. I 19 well to recall. hovever, that shortly afcer 
the President spoke, the State Department sent to all embassies 
and posts an amplification of the meaning of his remeriea for use 
in their discusstona with local governments ,* In addition, on 


ithe Department of State Bulletin, Vol, XLVII, No. 1220, 12 
November 1962, po. 715-7 ’ LASSIFIZD, 


®purther details may be found in Chapters ITT and TV of this 
historical snalysis. , 
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Sunday evening, 21 October, the taxt of tie President's speech, 
with a covering letter to Premier Khrushchev, had been sent to 
Embassy Moscow for deitvery to the Soviet Foreign Office one hour 


before the President began his address,- 


Ἐς REVISED COMMAND PROCEDURES 

565 Although President Kennedy had not referred to ἃ grace 
period in his public speech, the quarantine planners had envisaged 
that the first intercept would occur between 24 and 498 hours after 
the initial public announcement of U.S. intentions, It soon waa 
to become apparent that the command procedures which had been 
established prior to the public announcement of U.S. intentions 
were not toa apply during the actual conduct cf the initial 


intercept operations. 


564 Shortly before midnight on 22 October, the Secretary of 
Defense, the CNO, and their prineipal aides conferred at the 
Pentagon on implementation of the quarantine and arrangemerts 
for surveillance, After visiting CNO Flag Piot and Inteltagenuce 
Plot to obtain the latest information on the positions of ships, 
the Secretary of Defense and the CNO apparently agreed that the 
initial interception should involve a Soviet ship, and should be 
mede as soon as possible after the termination of the grace 


2 At this time, the most likely candidate still was the 


pertod, 
Soviet merchant ship POLTAVS, and since CINCLANT already had 
alerted COMSECONDFLT t) this fact, no new instructions to TF 136 


were required,? 


567 Shortiy after midnight (EDT), in an early hour of 23 
October, the JCS dispatched to CINCLANT revisions to tia baste 


guidance on quarantine operations which had been furnished early 


oO 
"Chronology of the Cuban Crisis...," op.cit., p. 7. 


®coNo Flag Plot Log, TOP SECRET, 
3rp14, 
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the previous day. Tne changes were primarily editorial, and were 
designed to correlate the language and tone of the previous JCS 
directive with that of the President's speech, In addition, as 
CINCLANT had suggested, commanders of intercepting ships were 
authorized to permit any vessel which had been boarded and found 
not to be carrying prohibited materiel to proceed to cuba, 
Commanders of intercepting ships also were authorized to designate 
the course to be followed by any ship believed to be carrying pro- 
hibited materiel which elected to proceed to ἃ non-Cuban port .= 
The latter measure was designed to improve the capabilities of 
the quarantine force to maintein surveillance 1f this cont: ngency 


arose, 


5638. That CINCLANT had found it necessary to obtain explicit Jcs 
approval before delegating tactical decisions like those described 
abcve to the TF 136 Commander foreshadowed the command arrange~ 
ments which actually were to apply when the initlal intercepts 
occurred, However, the new JCS terms of reference otiil author- 
ized CINGLANT to designate the ships to be intercepted, There- 
fore, at 1214 EDT on 23 October, in his capacity as CINCLANTSLT, 
CINCLANT directed that the NEWPORT NEWS proceed to intercept the 
POLTAVA at 2414002 October and that the ESSEX proceed to interespt 
the KIMOYSK at the seme hour,? . 


569. Shertly thereafter, a revised version of CINCLANTFLT's ΟΡ 


~ 
au 


Order 45-52 wer dispatched to the αὐ. λυ ζῶο task force 
revisions consisted of editorial modifications and other changes 
required by the two policy directives which had been recsived from 
the JCS since CINCLANTFLT's original OP order concerning the 


quarantine had been issued, Furtherrore, certain command 


tonis message also was drafted primarily within the Office or the 
ONO, who was serving as JCS representative for quarantine oper= 
ations. However, in accordance with established precrisis 
procedures, it, like the basic blockade message which nad been 
dispatched earlier, was coordinated within the JCS organization 
and transmitted aa a JcS communication, 


an iors Message 6896 to CINCLANT, et al., DTG 2306092 October, 1952 
SECRET, 


SCIUCLANTFLT message to COMSECONDFLT, DTG 2316142 October, 1942 
TOP SECRET, TOP Ὗ IR "ὸ ἣν 
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authority previously delegated to the TF 136 Commander now --ag 
explicitly reserved to CINCLANTFLT. No ship not désignated for * 
interception by CINCLANTFLT was to be interfered with, except in 
the event of hostile attack. No ship designated for interception 
was to be boarded or searched without CINCLANTFLT’s authorlzetion, 


570. The revised OP order also designated the ports to which 
ships taken into custody were to be diverted unless otherwise 
directed by CINCLANTFLT or the quarantine commander, These were: 
Port Lauderdale, Florida; Charleston, South Carolina; and 
Roosevelt Roads or San duan, Fuerto Rico. Upon arrival at these 
ports, the ships taken into custody were to be chopped to the 
Coast Guard. Special Coast Guard units meanwhile were being 
assigned to these ports to assume GPCON of diverted ships. 


G, THE SECOND PRESIDENTIAL PRONOULICEMENT 

571. Meanwhile, ,during the afternoon of 23 October, the OAS had 
adopted a resolution unanimously backing the quarantine and urging 
the Immediate removal of Seviet missiles from Cuba, In New Yar'e, 
at the σεν a debate was under way in the Security Council, Ear” 

in the evening, at the White House, the President affixed his 
signature to the proclamation on the interdiction of the delivery 

of offensive weepons to Cuba. The Presidential proclamation 

ordered implementation of the quarantine beginning at 14002 (1600 
EDT) on 24 October, The list of prohibited materiel 1¢ contained 
‘conformed closely to the one originally transmitted to CINCLANT o: 

the JCS on 22 October, | Both had failed to mention nissile propel- 
lants explicitly, The omission was not discovered and corrected 
until 25 October, and missile fuels were nov formally added to the! 7 
list of prohibited materiel by the Secretary of Defense until 27 


October]? 


a - an ’ 
CLICLANTFLT message to CONSECONDFLT, et al., 23171°9Z October, 
1962 SECRET, ~~ 


Ὁ 108 Message 6978 to CINCLANT, 251759Z October, 1962 UNCLASSI- 
FIED; "OPNAV 24-Hour Resume of Events, 2700 to 2800Q October,” 
TOP SECRET, 
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572. As the President was signing the tnterdiction proclamaticn, 
a message, drafted within JCS earlier in the day, directing CINCLAN 
to execute the naval quarantine plan, was dispatecned. It altered 
the previously developed command arrangements in only one respect; 
authority to order strikes against the bases of any hostile Cuban 
force which attacked Guantanamo was delegated to the local 
commander, + The earlier rules of engagement for the quarantine 
had required explicit JOS approval before such strikes could be 


initiated, 


573. Shortly after 2000 EDT, the ONO, the Secretary of Defense, 
ang the Deputy Secretary of Defense again visited CNO Flag Plot 
end the OPNAV Intelligence Plot to be briefed on the latest 
positions of ships assigned to the quarantine foree and of 


incoming merchant ships. 


sthyay this time, several arrangements also were in effect to 
ensure that the Chairman, JCS, was kept fully cognizant of quaran- 
tine developmenté. The special J-3 Blockade (i.e., Quarantine) 
Wateh was preparing a written brief of significant developméacsa 
whien kad occurred during each watch period, These menoranaa were 
addressed tothe Executive Officer to theChairman, JCS, acd 
‘are personally celiverec to the Office of the Cnalrnan 
toy the J-3 officer tho had stood the speclal Quaractine VaSch, 
(Copies of these memoranda also sere eireulated within J-3, but 
available data are inseifiaient te permit reconstruction οὐ the 
details.) It also was the responsibility of the special Quaran- 
tine Watch Officer to attcnd the orlefirgs cn Cuban developments 
being conducted for the Chairman, JCS, by a Deputy Director, J+3, 
each morning at ©0800 Washington time, At these oriefings, the soe- 
518 Quarantire ‘Slaten Officer was e.mseected to be prepared to answer 


questions as requived, (An CPNAV Wateh Officer from GNO Flag Plot ἢ 


"Jos Message 6916 to CINCLANT, et al., DIG 2323042 October, 1940 
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[2280 attended these 0800 briefings for the same purpose. Presum~ 
ably, the wrltben briefs on quarantine developments being prepared 


within OPNAV also were being circulated to the Office of the 
Chairman, eg, )* BS 


H. INITIAL INTERCEPTS: MODIFICATION OF TRADITIONAL COMMAND 
RRALIGEMGN 1 


ve 


575. After CINCLANT had received the JCS message directing him 
to execute the naval quarantine plan, he had directed CTF 136 
{COMSECONDFLT) formally to activate his task force, During the 
night of 23-24 October, the. destroyers assigned te atations on 
the quarantine line moved towards their positions. 411 stations 
on the line were expected to be filled by 1800 Washington time on 
2} Ostober.* In addition, during the night, the ESSEX and the 
NEWPORT NEWS were following a course designed to enable them, as 
they earlier had been directed, to intercept the Soviet ships 
POLTAVA and KIMOYSK at 1000 Washington time the following morning 
(a4 October) .= This hour was, of course, the very one when, 
according πὸ tn3 President's Proclarétion, the qudrantine would 


go into effect, 


trurther details on the ¢800 J-3 triefines for the Che2zrman, ὅσϑβ, 
may be found in Enclosure 3 of thia study, The 3015 of ChO Flag 
Plot is discussed at greater length in Appendix B to Enclosure D, 


2503 briefing for CJCS, 08009 2h October, TOP SECHET, 


3 oINCLANTFLT message to COMSECONDFLT (CTF 136), DTG 231614z 
October, TOP SECRET, op, cit, 


Note thac CINIRANT, in his capacity as CINCLANGELT, ingtructed 
CLF 126 to aar2y out these ὅτο intercepts at this vrecise hour 
even before the Presidenr nad affited his signature to tis 
official proclamation and oefore the JCS formality iad dinected 
execution of the quarantine plan, The first action preceded the 
seccn.d and the thicd by approximacely flve hours. CLICLANTFLT's 
int.rcept instructions co CTF 135 were dispatched at 1914 BDF en 
23 vetober, {Tne relevect message is referenced in Footnote 5, 
above,) The President recorded the tine he signed the proclana- 
tion as 1902 DUT, (A facsimile of this Preatdenticl avlecsion may 
be found in The Depertment of State Bulletin, ΤΟ] XUVIT, μος 
1220, Noverbér 12; 2, Ἐν. fI7, UNCLASSIPYED.) The relevart Jcs 
mescage was dispatched at ΘΟ EDT, (JCS Message 6916 to CINCLAM 
et al., DTG 2323045 October, SECRET.) 


Thia bit of evidence suggests that CINCLANT was being kept closel: 
informed, {by means of secure voire elreults, (of tmpcotint ceveli-» 
Menta evolvin:, in Washington, Unadouhszaly, thin coord nation was 
accomplished primarily throuh cne CNO, ecting in his capacity 85 
JCS representative for quarantine operations and the defense of 
Guantanamo. Although this aspect of the conduct of the quaran~ 
tine is relevant to an anelysis of command and control, evailable 
data unfortunetely did not suflise for a detailed reconstruc bion 
of the usé of secure voiee lirics aduriag the crisis, 
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576. By 1060 EDT on the 24th, the ESSEX wis closing in on the 


° 


KTBOYSK, According to the command arrangements which earlier hag 
been agreed upon and which conformed to the traditional pattern, 
CINCLANT, who had ordered the intercept, had been furnished with 
all the policy guidance required to carry out quarantine opera- 
tions, The Commander, TF 136, was directly responsible to 
CINCLANT through CINCLANTFLT. Nevertheless, tha Deputy ONO for 
Pleet Cperations and Readinesa, who was on duty at the CNO Policy 
Waten at the time, requested White House guidance on the instruce 
tions to be forwarded to the ESSEX. He was told that surveillance 
was to be maintained but that the ship was not to be intercepted, 
These instructions were transmitted directly to the ship's 
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577. By 1000 EDT on 24 October, the Soviet merchant ship POLTAVA, 
which was scheduled to be intercerted at that hour by the NEWPORT 
NEWS, apparently had reversed its course and nad turned back 
toverds the USSR. Tne fourteen other POLTAVA~class ships which 
in addition to the KINOYSK end the POLTAVA, had been bound towerds 
Cuba also were beginning to show sleng of erratic behavior. Ships 
of thia class, which were estimated ta be capable of earrying, 
missiles in their holda, were of primary interest 585 intercent 
targets. / Berhaps it was the recelpt of intelligence indicztors 
tha> these veesels 1dght have been instructed by Moscow net . 
to preceed to Cuba that prompted the CFO Policy Wate Duiv Officer 
to seek Wnite House guidance on the intercept of tae KIMOYSK cy } at 
the “GSEX. If tnis n,votnesis ts correst, the chain of command 


wnich, in ordinary circumstances, would nave deen used to rerey ἢ 


1089 Flag Plet Log, TOP cucRET, Acecrding to this source, tne 
instructions were teansmittced as ONO message DTG 2414512 Octeber 
te COMCARDZY 18 (CDR, TG 136,2} in the ESSEX and “all key offi- 
clals (DOD/Navy) /were/ notifled, " 


nformation on the turn-around ships of the PCLTIVA class still 
5 closely held, and the exact time sequence involved in their 
reversal of course 1s not disclosed in the data upon which this 
aecount 15 based, However, andirect evidence Suggests that the 
POLTAVA vas among the ficst to turn around) 
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instructions to the ESSEX was bypassed to ensure that the revised 


orders would reach the intercepting U.S. vessel atthe earliest ajay 
po] 


possible moment, i 


578. By the evening of 24 October, Washington time, Soviet tanker 
also were moving towards the quarantine area. Whether or not the 
Soviet Union had ordered all the POLTAVA-class ships to turn 
around still was unclear, According to Navy Fleg Plot calenula= 
tions, a Soviet tenker, the BUCHAREST, would pasa near the ESSEX 
during the night. The CNO, through his Executive Officer, re- 
quested White House guidance on the advisability of sending ships 
to intercept tankers, At about 2140 EDT, the Secretary of Defense 
again visited CNO Flag Plot. He was informed that the estimated 
time of contact between the BUCHAREST and the ESSEX was 
approximately 250200 EDT, The Secretary instructed that he he 
called in time? to return to Flag Plot and make the decision on 
whelLher or not to intercept the tanker. Subsequently, more 
reituble surveillance ranorts were rece.ved, and revised calicula- 
tions on the positions and speeds of the two ships reveaied that, 
if they both remained on thelr present course, contacé ovtween tac 
ESSEX and the BUCHAREST was not even remotely lively.+ In the 
meantime, ali sixteen of tha POLTAVA-clacs τὸ 475 which earlier 
had bean headec for Guba had begun to reverse tnelr courses and tc 
curn eastuard.* 

Bro, When 16 nad becoma epparent that all cone SovJet ships of or: 
wary interest were turning avay from the quarantine line, shootly 


af. «midnight COMSECONDFLT (Gcmmander, Tz 136) dtrected that the 


Toxo Tice Plot Log, TOP SECRET, 
ehtan_vend'an, "Sigenificenc Ttams for 2508500 ὅ.3 Brtsfine fer cscs, 
TOP SITET, Presumably, this memorendum was prenured by the 
Quarantine (4.¢., Blovxade) Watch, Ab approximately the same 
time, CICLAMT reported to the JCS that, on the .2sls of the 
information available to him, elzsht of the POLTAV4-class mechan. 
ships bound for Cuba had reversed their course. (CINCLANT STPREr 
as of 251200Z October, transmitted as CINCLANT message 
251324Z October to AIG 930, et al,, TOP SECRET, ) 


TOP SECRET - 21" - 


Cle et 7 
TOP SECRET 


ESSEX andf ti0 DD's proceed to intercept the BUCHAREST and to main- 
tain contact. The tanker was not to be stopped pending dnstruc- "ἢ 
tions from CINCLANTFLT, COMSECONDFLT's flagship had increased 
speed and also was moving towards the BUCHAREST, + By 0800 EDT on 
25 October, CINCLANEFET had directed COMSECONDFLT to intercept the 
Soviet tanker .? The ESSEX and [λει] cestroyers were maintaining 
surveillance of the BUCHAREST, and the NEWPORT NEWS wath{ four 
destroyers was closing in, Earlier, the Vice Chief of Naval 
Operations had instructed COMASWFORLANT in the ESSEX to ensure 

that the BUCHAREST did not slip through the quarantine line. He 
also had directed that additional efforta be made to secure 
photographs of the Soviet POLTAVA-classa merchant ships which had 


turned around and were moving eastwara,> 


560, During the night of 24-25 October, then, events had intro- 
duced a requirement to collect as much information as possible on 
the turn-around ships and similtaneously to locate and identify 
other merchant ships headed for Cuba, Therefore, photorecon~ 
naissance and aerial surveillance activities increased sharply." 
About 0300 EDT on the 25th, CINCCAC implemented his "Blue Banner” 
OPLAN designed to assist in detecting, Identifying and reporting 
on merchant ships in CINCLANT's surveillance area? 3 0900 EDT, 


COMSECONDFLT SITSUM to CINCLANTFLT, 2505002 Octeber, SECRET, 


2oMICLANT! 5 SITREP as of 2512002 October, transmitted as CINGLAIT 
message 2513242 Octover to ALG $39, 26 al., TOP SECRET. 


3oNo Flag Plot Log, TOP SECRET, 
Of course, information on ships headed for Guba and their GArgoer 


A.ao was being received from other sources, both covert and seoet |) p 
However, these data had to be surpnlemented vy actual sightings 37) . 


jorder to plot the precise locattons of the Incoming shins cn taz 
high sess, wneir estimated courses and times of arrlval in the 
quarantine area, cte, 


ScINcsac Message 25)717Z October so AIG $30, SECRET, Gre fact 
that the SAC aircraft assigned to this mis&lon reported each 
Sighting in messages directed to a large mimcer of actlon 
addressees apparently accounted for the tremendous upsurge in the 
number of incoming JCS messages during this period, See Enclosur 
C to this study tor further details on the latter points} 


an 
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approximately six hours later, SAC aircraft assigned to the "Blue 
Banner" mission had reported locating 108 merchant ships in the 
Atlantic, Of these, seven were believed to be of USSR or Soviet 
Bloo registry.+ Stepa also were taken to reinforce the ASW/air 
surveillance task group within TF 136. Task Group ALPHA, commandec 
by COMCARDIV 16 in the RANDOLPH, was assigned to provide additional 
ASW/air surveillance support in the general vicinity of the quaran- 
tine line. 


561, So concerted was the photorecomnaisaance effort during the 
night that the master of one Soviet ship even reported to Moscow 
that he had been fired upon on the high seas by low-flying Amerivar 
aircraft, The incident provoked a formal protest note from the 
Soviet government a few days later. Upon receipt of the note, f12 
reports on the ineident were requested of CINCLANTFLT, The "shots 
turned out to be magnesium photoflash cartridges dropped during the 
height of the U.S. effort to photogreph the Soviet ships turning 


avay from the quarantine ine. 


cy 


532 As has been mentioned already, while the various forces 
assigned to reconnaissance missions were carrying out their tacks, 
during the night ef 24-25 October the ESSEX, with Gignt}aestroyers, 
and the NEWPORT NEWS, with four destroyers, had been moving inta 


De 
J-~3 briefing for CJCS, 260830Q October, TOP SECRET, 


Ξτῃ addition to the requirement for increased aerial surveillance, 
at the time the quarantine went into effect intelligence had 
indicated the probabie presence of [gone Soviet cubracines near 
the quavantine area, Shortly therea.ter, uw total of six positive 
Sightings of Sovie* conventionaliy powered submarines in the 
approaches to jthe Caribbean had been reperted, Once they had 
been discovered, all the submarines began a return to the bases o 
the Soviet Northern Fieet, and apsarentiy no replacements for the 
were deployed, In retrospect, after analysis of photographs and 
other data, it was estimated that a total of four Sovict sub- 
marines were deployed to the Caribbean area and that all returned 
to their home bases shortly after the quarantine vas imposed, 
aN COM "CINCLANT Historical Account of the Cuban Crisis, 1952 

U),” op.cit., p. 11, TOP SECRET, ) 


Message from U,S. Embassy Moscow to Department ef State, No. 11}, 
28 October 1962, readdressed to CINCLANTFLT, TOP SECRET; 
CINCLANTFLT message to GNO, DTG 2820322 October, TOP SECRET, 
Receipt of the Soviet pratest note and the subsequent attemnat to 
establish in detail what actually had happened also stimulated a 
serles of telephone conversations between the staffs of the CNO 
and LANTCOM. (CNO Fla, Plot Log, TOP SECRET.) ES 


CRE 


TOP_SECPEr 
position to intercept the Soviet tenker BUCHAREST, These elementa 
of TF 136 had not been directed to board the Soviet tanker, end 


under the rules of engagement governing quarantine operations this 
decision was reserved to CINCLANTFLT ~- or to even higher authority 


583. By 0915 EDT on 25 October, reconnaissance had confirmed that 
the BUCHAREST carried no cargo on deck, She was kept under 
surveillance, Meanwhile, another Soviet tanker, the VINNITSA, had 
passed through the quarantine line and was proceeding to Havana, 
She was to be reported by patrol ships operating in the Windward 


Passage and along the north ceast of Cuba when she arrived in that 


area,” 


534, Throughout the morning of the 25th, the flurry of activity 
in the vicinity of the quarantine line continued. The DD PIERCE 
had made contact with the Lebanese freighter MARUCLA, which earlier 
had reported a cargo of sulphur, paper, machinery, trucks and 
Spare parts, The MARUCLA was kmown to be under Soviet charter, 
CINGLANTFLT directed that une PIERCE stop and coard the MARUCLA, 
but before receipt of the message the PIERCE had left the vicinity 
and had begun to trail another contact, the East German passenger 


ship VOLKERFREUND. ScuART.> 


585 , Some temporary confusion had arisen when a garble ina 
single sideband transmission from COMSECONDFLT to CINCLANTFLYT 
resulted in misidentification of the MARUCLA as the ZARUWI, but 
the problem soon zag cleared up. CINCLANTPLY then directed that 


OT τσστττοντο.- 
CNO Flag Plot Log, TOP S?PCRET, 


Memorandum, "Significant Items for 2508009 J-3 Briefing for cJcs,' 
TOP SECRET, Presumaoly, this memorandum was prepared by the 
Quarantine (1.¢e., Blockade) Watch, 


ScINcLANTELT message [TG 2515282 Octooer to COMSECONDFLY, informa- 
tion CNO and USS PIERCL, UNCLASSIFIED; “oPNAV 24-Hour Resume of 
Events, 2500Q to 2600¢ October," TOP SECRET, 


The amount of priority traffic which had to be carried on the ΟΝ 
communications links between CINCLANT/CINCLANTFLT! s headquarters 
and CTF 136 was increased by the fact that, during the initial 
period of quarantine cparations, many tactical decisions were made 
in Washington at the highest levels, Therefore, when feasible, at 
these echelons the single sideband voice radic link was utilized 
in order to expedite the communications flow, (LANTCOM, Head- 
quarters of the Commander-in-Caic®, "CINCLANT Historical Account ¢ 
Cuban Crisis, 1962 (J)," 29 Apri2 1063, TOP SECRET, τ, .) 
d πὸ q Noe 
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a DD from the Logistic Support Group reeetiblish contact with the 
MARUGLA. By 1447 EDT, the J, P, KENNEDY wes enroute, Meanwhile, 
the NSC had met at the White House during the morning. Having 
been briefed on the militery situation, the President issued 
policy instructions covering interdiction and insvection of non- 


Bloc ships.* 


586, At 2107 EDT, CNO Flag Plot received a copy of a message 
indicating that the MARUCLA had been located by a carrler-based 
surveillance aircraft and that the PIERCE was proceeding to join 
the J. P. KENNSDY far the intercept, since it waa in the yvieinity. 
Soon thereafter, at 2140 EDT, Flag Plot received word that the 
Secretary of Nefense would visit Flag Plot shortly in order ta 
make the decision on the intercept of the MARUCLA, The PIERCE 
exchanged messages with the MARUCLA end verified its destination 
as Cuba and its cargo as sulphur, Visual observation showed truck: 
on the deck, ‘The KENNEDY was expected to be alongside by firet 
lnght. At 2230 EDT, the Secretary of Defonse, the Leputy Secretar: 
of Defense, and CNO officials arrived at Flag Plot follo.rng 8 
visiu to CNO Intelitaence Plot, They remained about 10 minutes,? 
Presumably, the decision to direct the KENNEDY to intercept and 
board the MARUCLA was made at this time, Althoug!: available data 
do not perinit a precise reconstruction, they do suggest that this 
decision tas made at the nipiest levels,” Apvarently, CINCLan’ -- 


i, 
3 GPNAV 24-Hour Reeume of Events...," op.clt,, TOF SCCRET, 
"Chronology of the Cuban Coisis...," op.cit., page 11. 


- βδ ΙΒ Ὶ 
ΞΟΝΟ Flag Plot Log, TOP SECRET; "OPNAV 24-dour Resume of Events,” 
op.eit., TO? SECRET, 


Throughout the quarantine, 8 number of decisions seem to have bee. 
made in the course of conversations between highe-ranicing aiviltan 
and military officials(on the secure telephones linicing the 
Pentagon to the White House,} However, the data utilized for tnis 
analysis are insufficient for an accurate recapitulatlon eitner o. 
the decisions which were made in this manner, oar of how this prac- 
tice affected the command and control process, We do kmow that 
the President, earlier in the day, had furnisned to the NSc, of 
which she Secretary of Deense ig a member, voalicy guidance on the 
interdiction and inspection of non-Bloc ships, 
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who also holds the position of CINCLANTFLT -- and the Commander of 
TP 136 were informed ex post facto of the instructions transmicted 
from Washington to the DD KENNEDY. 


587. While attention at the highest levels still was concentrated 
on formulating a decision concerning the interception of the 
Lebanese ship MARUCLA, the East German passenger ship VOLKERFREUND 
SCHAFT, bound for Havana, and a British ship bound for Jemaica 
passed through the quarantine line. ‘The NEWPORT NEWS and her 
destroyer escort had broken away from the group still shadowing 
the BUCHAREST and were returning to roving patrol in the center of 
the quarantine line.! shortly thereafter, the tanker BUCHAREST ~- 
the second Soviet ship to cross the line -~ was cleared toa proceed 


without having been boarded, 


588 By 0725 EDT on 26 October, a boarding party from the J, P. 
KENNEDY was preparing to board the MARUCLA and was aboard the 
Lebanese freighter by 07590. ‘The boarding party returned at 1020 
reporting ne inoilerts, no nrohibiteu materiel in avidane?, and. 
all papers in order, The boarding party obtained a copy of the 
shiv's nanifest, confirned ita cargo, and cleared it to procesd 
to Havana on a designated course via Providence Channel, Although 
all holds were battened down and inaccessible, one tas opened fcr 
inspection in order that “electro-measuring instruments" listed on 
the manifest could Se axamired. The KENNEDY was maintaining 


survellilance pending instructions. 


539, The Soviet merchant ship GROZNYY also was being trazled, but 
during the night of 25-26 October, contact with the GROZNYY was 
lost. CINCLANTFLT cireected that in tne évent contacy was not re- 
gained and held during the night a searen vas to be conducted 
beginning first ifent 25 October by atreraft from Roosevelt Roads 


and Bermuda .* Contact was reestablished, and by 1000 ZDT on 


το. σσσπππσπσπππππστςπτ -- 
5 ΟΡΝΑΥ͂ ateHour Resume of Events,' op,cit., TOP SECRET, 
CINCLANTFLT Measage to COIUSECONDFLT, DIG 2602262 October, SECRET. 
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26 October, the LAWRENCE, after having been refueled by the NEWPORT 
NEWS, was en route to intercept the GROZNYY. The ship was not to 


be stopped or boarded until directed? 


590. By the time the LAWRENCE was alongside, the GROZNYY was dead 
in the water. The LAWRENCE subsequently was recalled from the 
intercept and instructed to report its observations but not to 


board the ship unless so directed.” 


591, As the first three days of quarantine operations drew to a 
close, there was considerable ambiguity about the command arrange- 
ments which actually were to apply to TF 136, Certain intercept 
decisions had been taken at the highest levels, and CINCLANT, 
CINCLANTFLT, and the Task Force Commander presumably had been by- 
passed in several instances, The primary reason for these modific 
tions of the expected command arrangements for TF 136 was the faat 
that ali but one of the peincipal targets for intercept -= Sovlet 
ships of the POLTAVA class -- had turned away from Cuba before 
arriving αὖ the designated i.cvercapt area. This devalopmert had 
necessitated ad hoe decisions, the need for which had not oeen 
fully anticipated during the planning for the quarantine. ‘The 
single POLTAVA-class ship with whicn contact had been established 
the KIMOYSK -- had not been stopped or boarded at the direction 
of the highest authority, 


592, The JCS itself was not directly involved in this aspect of 
the decision-making process. However, the CNO, as JCS represerte- 
tlve for quarantine operations, and his decuvies served as the 
direct point of contact between higher civilian authority and the 
ships assigned to TF 136, Hence, the actual command arrangements 
utliized during this period were an admixtures of those which had 
been set up before TF 136 was operational and dramatic departures 
therefrom, Figure ἃ dapicts the intended cormand structure; 
"GQUSECONDFLD message to CINCLANTFLT, DIG 2601002, devorery 1962 
7) 


CO ISTCONDPEL?S ieatt pe vo-CLICh ει ὦ, information cnc, 
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COMSECONDFLT 
{CTF 139 Aboard 

tha USS NEWPORT NEWS) 
(Flogship Unlt = TU 136 0 0) 


COMSOLANT 
(CTF 537)° 


Cto 136 1 CTG 196 2 
(Surface Blackade Grovp) {ASAY Alt Surverliancs Group) 
{COMCRUCESFLOT 0 Aboard tCOMCARDIV 18 Aboard 
the USS CANBERRA) tha USS ESSEX} 


CIG 136 3 
{Loglules Supzoit Geary) 
{Aboard tha USS ELKOMIN) | 


CTY 136.11 
(Surtoce Slockade Unit, +o , CTU 136 1 2 cru 138 13 
ODs tn Quarantene Line) {Surfoce Parrot Unit) (ϑυτίαεα Patrol Unit) 
(COMDESRON 26 tn the , 
DG DEWEY} (C/O USS CANBERRA] {C/O USS NEWPORT NEWS) 


af Furthar derally caneesning ΤΡῚ27 
may be found on pps 297-243 


FIGURE 1. Command Arrangements Envisagad for Quarantine Force Operations 
during Planning and Alerting Phase, 15-23 October 1942 
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Figures 2 and 3 show the chain of command actually utilized 
after contact was established with the KIMOYSK and the MARUCLA, 
respectively. Command arrangements similar to those depicted in 
Figures 2 and 3 &lso apparently had been utilized fer other 
intercept decisions during this three-day period. 


I. INTEGRATCON OF POLITICAL AND OPERATIONAL REQUIREMENTS 


593, The requirement that conduct of the quarantine operations 
and other military readiness preparations bea closely integrated 
with developments in the international political arena reached 

ita climax on 27 and 28 October, Yet, during this critical pertod 
command and control of the quarantine force reverted to more 


traditional channels, 


54 on the 26th, two lesters from Premier Khrushchev to 
President Kenndy had Deen received, The later one, which had 
arrived in Washington shortly before midnight. was highly 
emotional and seemed to reflect the deep concern of the Soviet 
leader that a direct :ilitary conrrontation with the U.5. mase 
be avoided at 411 costs, In addition, Khrushchev had written to 
the U.N, Secretary General, accepting his earlier suggestion thet 


Soviet ships stay out of the quarantine area, 


699 In contrast with the three previous days, there was little 
activity in the vicinity of the quarantine line on the 27th. 
Early in the morning, CINCLANTFLT had directed tnat the (two DD's 
earlier designated to intercept the cnly Soviet ship with which 
contact had been established, the GROZITYY, stay out of sight and 
track the Soviet ship by eadar, The GFOZNYY remained dead in the 
water all day, finally getting under ‘yey again about 2100 PM 
Washington time. ‘The only othe. ships under surveillance were 
the NARITSA, of Lebanese registry, and the Greek ship PELLA. 
CINCLANT had directed an intercept of the MARITSA, Tie PELTA was 


also to be intercepted in the vicinity of tae quarantine line, 
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FIGURE 2. Command Arrangements Utilized in Decision Concerning Intercept 
of KIMOYSK, 24 October 1962 


-17-64-35 | 


TOP ° 


FIGURE 2 
RET DRAFT 3 ENCLOSURE A 


CINCLANT 
H 
«ἰνξιλντριν 


ἐξ 


comsitonnent 
(CTR 138¢Aboard the 
USS NEWPORT NEWS) 


1G 14 Ὁ cig t% 2 
(Sutface Heekogo Group} {ASW/Ale Survelllance Group) 
{COMCRUDESFLOT ὁ (COMCARDIV 18 Aboard the 
Aboard the USS CANBERRA) USS ESSEX} 


USS SITKIN USS WEEKS USS KAKKASKAIA 
(AE) (DB) {AQ} 


FIGURE 3 Command Arrangements Utilized tn Decision Concerning Intercept 
of MARUCLA, 25-26 October 1962 
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but 1 Ὁ on surveillance her topside appearance showed nothing sus- 


pected of being prohibited materiel, the PELLA was not to be traile 


stopped or boarded,2 


596. Meanwhile, at the White House, the NSC Executive Committee 
was in session, attempting to work out a reply to the latest 
Khrushshev measseze “nd to evelvate his promise to the U.N. Secrete: 
General to keep Soviet shipping away from the quarantine area, The 
Executive Committee waa 50311 in session when the unofficial text 
of a new Khrushchev message, entirely different in tone, was 
recelved, Now, the Soviet Premier wanted to exchange withdrawal 
of his missiles itn Cuba for removal of U.S, JUPITERS deployed itn 
Turkey. The President decided to issue a public statement in 
response to the new, and unacceptable, message and to reply later 


to Knrushchev's letter of the evening before.* 


597. During the afternoon, the tension in Washington mounted, 
although the quarantine area remained relatively quiet. By the 
time the NSC Executive Committee resumed its seaston at the White 
House about 1600 EDT, a U-2 reconraiasance plane had been shat day 
over Cuba, and two low-level reconnaissance alreraft carrying cut 
additional surveillance of the islend had been fired upon, The 
Executive Committee discussed additional ateps which might be take 
the following day, including alternatives ranging from ordering tr 
execution of CLAN 312 to mobilizing U.S, merchent ships and addin 


FOL to the list of prohibited materiel. 


54. Despite the signs of stiffening response te tne 2ourse 

of action heing followed by the U.S., the President approved a rep 
to Mr. Knrushchev's letter of the previous evening, The President 
letter said, in essence, that 16 the Soviet Premier's ramarks hed 


been interpreted correctly, he had indirectly offered to remove hi 


ee 
ΤΟΝ Flag Plot Log, TOP SZCRET, 
"Chronology of the Cuban Crisis..., " op.cit., p. 14, 
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MREM's and IRBM's from Cuba, If this interpretation were ccrrect, 


the President welcomed the Soviet leader's decision. 


599. Shortly after this reply had been dispatched to Moscow, the 
State Department received a copy of ἃ communication from Premier 
Castro to the U.N. Secretary General. Castro flatly rejected the 
Secretary General's earlier proposai that the missile bases be dis- 
mantied, _in addition, Castro demanded an immediate lifting of the 


naval quarantine.* 


600, About 1000 EST on the next day (28 October), Radio Moscow 
began to broadcast another measage to the President from Premier 
Khrushchev. The full text, as broadeast, was available for the 
2100 meeting of the NSC Executive Committee, The official text, 
delivered to the American Embassy in Moscow only ten minutes after 
the atart of the broadcast, had not yet been received in Washingtor 
Ia his message, ynrushchev reported that he had ordered the dis- 
mantling and return to tne USSR, under U.N. supervision, of the 
wiselles tn Guna. A reply to lfr, Khrusnchev was discussed, 


approved, sent and released before the official tect was received.- 


$31, Adout an hour later, the JGS invited the attention of Unzfre 
and Specified Commanders to the latest Soviet proposai, but wa~ned 
that it might be inaincere and a play designed to gain time. The 
CINCS were cautioned not to relax alert procedures.” ue sarctheless 
until subsequent events could prove whether or not Xhrushchev's 
offer was sincere, it was considered desirable to avoid any pro- 
vocative actions at the quarantine line, The JCS therefore trans- 
mitted to CINCLANT a message drafted by the CNO instructing that Ὡς 
forceful action was to be taken and no ships were to be boarded unt 


receipt of further orders. Intereepted ships were to be challergec 


a 
"Chronology of the Cuban Crisis..,,” op,cit., pp. 15-16, 
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3 hronology of the Cuban cCrisis...,' op.cit., p. 16. 
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by visual means only. Should any difficulties be encountered, 
these were to be reported immediately to the JCS and’ the CNO before ° 
eny further action was taken.? About an hour later, the identical 
message was readdressed to provide for information copies to 
CINCARLANT, CINCAFLANT, CIENCONAD, CINCSAC, and the JACES,* Upon 
instructions from the Secretary of Defense, the 005 aise directed 
that CINCLANT was to maintain a sharp lookout for ALPHA 66 forces 
and to prevent this Cuban exile group from undertaking any harrass- 


ment operations against Cuba at this time. 


602, Prior to the issuance of these new instructions, early on the 
morning of the 28th, CINCLANTFLT had directed the quarantine tasic 
force commander to Intercept tae Russian cargo ship BELOVODSK 
during the early forenoon on Monday #9 October. The ship was to 
be trailed, but not stopped or boarded unless so directed, ‘Two 
destroyers from tne quarantine task force continued to trail the 
GROZNYY. By 6555 EST, the GROZNYY was deid in the water and the 
two destroyers holding it under surveillance were remaining about 
20 miles to the north, Two DD's were en route to intercept the 
Greek ship manrrsa οὗ Later in the day, the MARITTSA and the PELIA 


vere cleared through the quarantine line, Two destroyers continua 


to keep the GROZNYY under surveillance, 


403. To take advantage of tne opportunity oresented br the tempo- 
rary lull in operations, CINCLAMT proposed to the JCS that the 
quarantine 1106 be seoriented in arder to utilize available forces 
more economically and ta concentrate on intercepting saips using 
the most likely routes to Cuba, He envisaged a new line, composed 
of(Seven| stations. extending from 90 miles north of the Grand 
Bahamas to the northeast entrance to the More Passage, pafeigatn] 


Tres Message 7069 to CTNCLANT, DTG 2817202 October 1962, 
UNCLASSIFTED, 

®308 Message 7071, DTG 2819122 october 1962, UNCLASSIFIED, 
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station, manned by a hunter-Iclller group, would be located to the 
northeast of this line,2 The JCS, through tne CNO as its reore~ 
sentative for quarantine operations, approved CINCLANT's proposal 
promptly.* TP 136 now was responsible for carrying out intercepts 
in a circular area with a 500-n.mi. radius centered on Cape Maysi,. 
The Secretary of Defense had directed this expansion of the inter- 
cept area primarily in order to permit the ships in the task force 
more freedom of action to follow up contacts, Reducing the number 
of quarantine stations would free more ships for patrol and would 
make it more difficult for incoming Soviet ships to avoid trans- 
iting areas near known quarantine btations, as they had done 


previously, The quarantine line was reoriented on 30 October, 


504, The same day, beginning cirst light, the querantine was 
lifted temporarily on the instructions of the President at the 
request of the U.N, Secretary Genecal. After Khrushchev had 
effered to dismantle and return the missiles in Cuba to the USSR, 
Castro had objected vigorously to any U.N, inspection, ‘The 
Secretary General had accepted Castro's invitation to go to Havana 


to try to work out a solution. 


S05. Despite the temporary lifting of the quarantine, surface 
surveillance of the GROZNYY and the BELOVODSK wes continued, The 
two Russlan ships were tracked by radar, with the ships accom= 
plishing the surveillance remaining out of visual ranga of the 


Soviet vessels at the direction of CINcLANTFLT.” 


S05, Once it had become epparent that the Secretary General's 
attempt to negoviate a settlement of the Cuban crisis during his 


visit to Havana would not be successful, the JCS, late in the 


oO ------ 
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evening of 31 October Washington time, instructed CINCLANT to re- 
institute the quarantine operations beginning at daybreak on 1 
November, However, due to the uncertain political situation, 
CINCLANT was directed to challenge or hail and trail ships entering 
the quarantine area only, No vessels were to be boarded or 
searched and no force was to be used except in self-defense unless 
prior authorization from the CNO, the JCS, or higher authority 
first had been obtained, CINCLANT was instructed to continue to 


report quickly 411 dneidents,+ 


607. Shortly after midnight on 1 November, Washington time, the 
only surface snips being trailed were the BELOVODSK and the GROZNYY 
Preparations had been made for an aerial search commencing first 
light to locate the Soviet merchant ship MIR, with which contact 
had been lost during tne two-day suspension of quarantine 


operations. 


608, CINCLANT reported to the JCS the location of ships of primary 
interest heading far Cuba and located west uf longibude 50° as of 
0110582 November, These vessels were: the Russian ships GROZNYY, 
BELOVODSK, MIR, and KARL MARX; the Swedish shins PIRGIT and 
GOTTERN; the Cuban ships CAMAGUEY and SIERRA MAESTRA; the Czech 
ship KLADNO; the Italian ship ASPROMONTE; the East Gemnan ship 
THEO KORNER; and the Turkish merenant snip ESCREF, CINCLANT 
reminded the JCS that his present instructions prevented stopping 
or boarding any of the above ships unless authorized ov hisher 
authority, Therefore, CIUCLANT recommended that they be permitted 


to proceed after identi fication.* 


509. Most, if not all, of the four Russian ships had been dead in 


the water for some time, presumably awaiting direct instructions 


te ὉθὉθΘὉΘὉΘὉ Ὁ ὉΦ|ΦΘΣΉ . ᾿᾿  ὁ ὁ ὁ ΦῬ ὋὋ 
105 Message 7146 to CINCLANT DTG ΟἹΟΟΙΕΖ November, to CINCLANT,. 
SEGRET, confirming earlier telephone instrustians from idmiral 


Anderson (CGNO)} to Vice Admiral Beakl 
Dennison ΒΗ ὅν for relay to Admiral 
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from Moseow, In fact, ever since the morning of 28 October, when 
the White House first received Khrushchev's message announcing thais 
he had ordered the Soviet offensive missile hases in Cuba dis- 
mantled and the missiles returned to the USSR, 211 Hussian mer- 
chant ships within TF 136ts area of operations had been behaving 
erratically, Apparently, the Soviet Union wag experiencing certai 
command and control problems of its own, and the ships! masters 
were awaiting explicit orders, In addition, some Soviet ships 
seemed to be having mechanical difficulties during this period. 
Others may have been deliberately attempting tactical evasion in 
order to avoid contact with the TF 135 force and with other U.S, 
surveillance-intercept elements. Whatever the case, throughout 
November 1 and 2, the four Soviet ships then in the quarantine 

area continued to alternate between proceeding on course and 
stopping for several hours, For example, the BELOVODSK was re-~ 
ported under way again as of 1827 Washington time on 1 November,?+ 
later, during the night, the GROZNYY also got under way, but by 
that time the BELOVODSK was once again dead in the watec.> 


610, On 2 November, CINCLANTFLT directed the quarantine commander 
to continue present actions, with at least one destroyer assigned 
to trali each of four Scviet ships =- the tankers MIR, KARL MARX, 
and GROZNYY and the merchant ship BELOVODSK -- until otherwise 
directed.2 The GROZNYY once more was dead in the water, with one 
‘destroyer maintaining surveillance, The BELOVODSK again was 
under way, headed for Cuba, with the destreyers trailing, The 
quarantine tasic force commander had directed that air surveillance 
only be maintained over the KARL MARX. It was anticipated that a 
destroyer escort would he provided fer this Soviet tanizer ‘hen it 
approached closer to the areas in which DD's not already assigned 
to trail duty were operating? 


®orF 136 message to CINCLANTFLT, 9272362 November 1962, 
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611. on the morning of 3 Noveuber, the CNO instructed CINCLANTFLT 
by telephone to trail only those ships suspected of carrying pro- * 
hibited materiel or specifically designated by higher authority anc 
to refrain from trailing every ship in the area of the quarantine 
line. At 1108 Washington time, this instruction wag modified to 
vecome effective after completion of the trailing of the four 

Soviet ships -~ the GROZNYY, the KARL MARX, the MIR, and the 
BELOVODSK =~ currently under surveiliance,- Hence, a lesa dramatic 
version of the command arrangements which had been utilized during 
the first three days of the quarantine were once more put into 
effect, Tectical decisions earlier delewated to CK'CLANTFLT again 


were to be talten at a higher echelon of the chain of command, 


518, Late in the day the BELCVODSK entered a Cuban port without 
heving been stopped, The destroyer which had been trailing this 
merchant ship was returning to its assigned station in the quaran- 
tine Jine.* Destroyers from TF 136 continued tc trail the Soviet 
tanker WIR, again en route ta Havane, and the Saviet tanker GROZNY 
ones more under. wey and er route to Santiago. By 0635 Washingtou 
time on 4 Noyember the GROZNYY was reported to have entered pert 


at Santiago. 


613. By 3 November the first phase of the quarantine had bemun ta 
draw toa 8 close, saith no attenpt having been made by the USSR to 
challenge the embargo, Although an occastionas snterceot af cn 
inbound ship was to occur thereafter, the CiU's verbal directives 
tao CINCLANTFLT served to curb much of the subsequent activity of 
TF 136, insofar as enforcement of the quarantine was conserred, 
During the first phase of the quarantine, no Soviet ships with 
suspicious cargo had attempted to cross the qucrantine line, and 


those of the POLTAVA class, of primary interest as intercept 
Taha wien bleh peo pn eon 
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targets, had reversed their coursee and retarned to the USSR, 
Therefore, inspection had been accomplished primarily by aerial 
reconnaissance and visual observation, Only one vessel, the 
Lebanese freighter MARUCLA, known to be under Soviet charter, had 
been stopped and boarded, Soviet ships that did enter the quaran- 
tine area had deliberately attempted to avoid contact with ele- 
ments of TF 136, necessiteting more search activities than 
originally had been anticipated, In addition, those few Soviet 
ships in the quarantine area during the few daya immediately 
following Khrushchev!s missile withdrawal announcement of 28 
October apparently were having considerable difficulty in obtainin 
inatructions, The fact that they would remain dead in the water, 
then get underway for Cuba, then stop asain, seems to have reflecte 
the uncertainty of the ships! masters as to whether to turn back 
or to proceed to Cuba. The second pnage of TF 135's role in fur- 
nishing military support to help implement political decisions was 
about to begin, 


614, Hovever, before examining the role TF 136 played in verifyir 
the withdrawal of the Soviet missiles from Cuba, it is necessary 
first to discuss three other issues related to the conduct of the 
naval quarantine. In retrospect, all three turned out to be of fa 
iess significance to the actual implementation of the quarantine 
concept than the policy planners had anticipated, Nevertheless, 
during the crisis itsel’ tney did require the attention of the 
JCS, of CINCLANT and certain other Urlfied Commanders, and of non- 
military elements of the national oecision-maicing comslex. These 
topies are: 

ἃ. latin American particapation.ia the qu+ranvine oneretior 
Ὁ. Decisions on the use of the Panama Canal to support en- 
forcement of the quarantine; and 


5. Planning for a notential air quarantine. 
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615. The first two issues already heve been discussed “- ina 
somewhat different context -- in the section of this study dealing ' 
with inter-Allied eoardination during the orisis.+ Therefore, 
emphasis will be placed here on examining those aspects of these 
two problems which were directly relevant to enforcement of the 


quarantine, 


J, LATIN AMERICAN PAPTICIPATION IN THE QUARANTINE 

616, Vary early in the crisis, as soon as a limited naval blockade 
began to be considered as a potential course of action, the polit- 
Leal desirebllity of utilizing naval forces from Latin America to 
assist in its implementation was recognized by the national policy 
planners, Militarily, nowever, the concept could introduce more 
problems than it solved, As has been pointed out already in 
Chapter III of this Enclosure, the JCS and other military planners 
orjginzlly assumed that when the U.S. implemented whatever mllitary 
course of action that might be dacided upon, many Latin American 
nations would be plagued with Communist-inspired internal disorder. 
Others, the JCS felt, undoubtedly would seek to remain eloof or 
even to oppose the U.S. response politically. Considerable atten- 
tion was being given to tne problem of furnishing riot control 
assistance to Latin Américan nations throuch CTHCARIB. Moreover 
communications facilities witn certain Latin American nations were 2 
inadequate. An interdepartmental Executive Committee for Communice 
tions under the sISC waa studying this entire proolem at the time 


the crisis broke, 


517. 


In addition, the JCS estimated that only six Latin American “AS 
nations had ships suitable for use in a naval quarantine, and that 

even these nations were capeble of ne more than noninal particizpa- 

tion. Furtnermore, while the JCS considered that nominal ἢ 


Ta. chanter τ af ewe 
See Chapter IV of thig Enclosure. 


n conjunction witn insuring readiness for various crisis- , | 
comected contingencies, by 28 October arrangements had been made By AY 
for CINCARIB to utilize CIA facilities in certain Latin American | 
nations to handle cipher traffic as events required. (JCS Message | 
7074 to CINCARIB, D¥YG 2321552 October, 1962 SEURET. ) | 
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618.{More important, in the eyes of the JCS, were the potential 
repercussions of Latin Amerivan participation in the quarantine 
force on command and control, If the matter of Latin American 
participation was pressed too far, demands that the quarantine 
be implemented under an international command under the aegis 

of the OAS would be almost inevitable, ΤῺ the opinion of the 
JCS; such ἃ command arrangement was totally unacceptable, is 
position was that there were anly two a@ltercatives vor utilicing 
whatever Latin American vesseiy that might participate, These 
alternatives were: 

a. Such vessels could render token support, like patrolling 
their oym coastal waters, under their respective national 
command systems. 

Ὁ, Arrangements would have to be wade to "CHOP! (change 
operational control or) vessels which were to Dlay a more @lLlrect 


role in quarantine operations to a U.S, commander, 


619, fence, from the outset, a dichotony existed betyeen the 
political disadvantages of delaying actual participation of Latin 
Amerioan naval foreed in the quarantin® oneretiona ard the yi 1t-* 
tary requirements to avoid any steps whicn might evoke pressures 


for an international commana under the OAS, Mersover, tf Tatin 


1yeS~799-62, to the Secretary of Defense, 20 October 1962, 
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’ american offers of assistance were flatly refused, the negative 

“political repercussions might be highly significant. Therefore, 
all probiems relating to the question of latin American coopera= 
tion in quarantine operations were, throughout the crisis, closely 
coordinated between the JCS, the State Department, the ONO, and 


the White House, ἢ 


680, Despite the fact that the OAS gave unanimous endorsement, on 
23 October, to the announced U,S, course of action, offers af actue 
assistance were slow in materializing, as the 08 had estimated, 
most nations lacked the operational capability required for active 
participation in quarantine operations, In addition, although the 
military Chiefe of Staff of some Latin American nations were 
anxious to furnish assistance, the proeess of achieving the 
required approval of their own national political superiors was 
Biovred down by the procedural formalities prescribed by their 


national laws, 


0821, Utilizing JUS policy guidance to provide οὐ clusé cuspera- 
tion with the forces of friendly nations which might offer ta 
assist in enforcing the quarantine, CINCLANT, quite early in the 
crisis, began to develop plans for a surface quarantine force for 
the southern approaches to Cuba, “Whatever South American forces 
ware made available were to serve in this forse, which vould be 
designated TF i37 end commanded oy CONSOLANT, ‘TF 127, when estab- 
lished, would renain under the direct operational control of 
CINCLANT, and only ships vosignated by CINCIANT vould be inter 
cepted. This CINCLANT plan was transmitted to the YcS for 


2nproval or 26 Octeher, 


622. {Zven prior to the crisis, the negative views of the JCS on ny 
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the concept of utilizing an internetional command under the aesis 


of the OAS for Cuca contingency operations hag been made imow to | 
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[ine Secretary of Defense in other contexts. Nevertheless, the 
matter was raised again when immediate offers of assistance were ᾿ 
not forthcoming after the President's speech, Pressures on the 
JCS to &ecept such an arrangement stemmed primarily from the fact “ 
that the State Department felt that further delay in immediate gil’ 
active participation by OAS nations could have adverse political 
effect. As of 27 October, the only firm offer of ships which had 
been received was from Argentina, although Venezuela had reported 
that it was sericusily considering a formal offer of assistance, 


On 27 October, the JCS decided to reiterate to the Secretary of 


Defense its previous negative views on an internaticnal command, + 


A memorandum was forwaréed the following aay." } 
see 


623. Another Gévyelopment on 27 Qctooer was intended, in part, to 
encourage Latin American participation in the quarantine, This 
was the designation by the Sasretary of Defense of two circular 
interception areas for the quarantine of Cuba, effective 
immediately.> Cne of these cireular areas, with a cadius of 500 
n.mi. centered on Havana, established the locale in which TF 137 
was to monitor the southern approaches to Cuba, Of course, at 
this time TF 137 had not been activated, since no Latin American 
forces hed been made available, However, one purpose of publicly 
announcing the designation of the two intercept arsas was to niace 
co-~equal importance on entorcing the Cuban quarantine ealons tne 
southern appreaches./ Hopefully, tnis action would serve to re- > 
assuce any Lavin Mreriean otate consivering an ofier of assistance: Ψ}.}» 
that the U.S. did not intend so denigrate the operational signifi- 
eance of Such help to λέω own superior mtlitery forces. } 
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624. The othar purposes underlying the Secretary of Defense 
directive were unrelated to the problem of Latin American partici-’ 
pation. The second circuler area designated by the Secretary of 
Defense correaponded to, and lengthened, the original intercept 
are along which the principal quarantine force, TF 136, already 
was operating. This expansion of the intercept area to encompass 
a circle with a 500-n.mi, radius centered at Cape Maysi waa in~ 
tended to permit TF 135 greater freedom of action in carrying out 
the quarantine operations, ‘The Secretary of Defense objected vo 
the limitations imposed on trail and interception of contacts 
which, in his opinion, had existed earlier because the quarantine 
line on which TF 136 destroyers were assigned patrol stations wag 
of limited length, The third purpose of the Secretary of Deferse 
directive was to increase psychological and political pressures 
on the Soviets by stressing that Cuba nor was conpletely encireled 
by the U.S, naval‘quarantine. This, of course, was a political 
rather than a military consideration, since it was operationally 
imposible for TF 156 effectively to natrol the entire are. for 
which 16 now was responsiole. This Secretary af Defense directive 
was tranomitted to CINSLANT by the JCS for immediate imp lemenva-— 
tion, insofar as it affected TF 139, and for the guidance of TF 


137 Κ᾿ and when the latte~ force became operatior-1,+ 


625, By 31 October, the JcS hag approved CINCIANT's OPLAN for 
TF 137, and CINIJLANT hed Gesignesed COMSOLANT (U.S. Co-mander, 
South Atlantic) as the commander of tais ‘paper" Latin American/ 


U.S, Combined Tas}: Force, * 


626, COMSOLANT utilized to advantage the time which elapsed 
between his formal deatenatzon ag Commander, TF 137, and the 


arrival of Latin American shipa ready for sea duty. During this 
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period, he augmented nis normally small staff and improved communi- 
cations facilities ac his headquarters. faere was a requirement 
for U.S, Communications Liaison Teams to serve aboard whatever 
Latin American ships might report to his OPCON, and only a limited 
number of specialists with the required cryptographic and linguts- 
tie abilities were on active duty in the U.S. Navy. Through tempo 
rary reassignment of personnel with the necessary combination of 
talents from duty at posts as far away as Rota, Spain, a sufficient 
number of Communications Liaison Teams were formed, These teams 
later carried their own crypto systems aboard the Latin American 
ships which ultimately participated in TF 137 operations, and 
communications between the ships on patrol and COMSOLANT's head- 


quarters were satisfactory. 


627, By 1 November, the Dominican Republic had reported two 
frigates to the operational control of COMSOLANT for planning 
purposes, These were under repair, since evaporator fellures 
limited their .mmediate onverat.cnal uséfilness, Two Venezuelan 
destroyers also reported to the OPCON of COMSOLANT for planning 
purposes on the same aay; taese were supposed to be ready for sea 
duty by 2 November. On 8 November, two Argentine DD's reported to 
the OPCON of COMSOLANT ready for duby.* The only other Latin 
American nation formally offering naval units was Guatemala, which 
on 18 November promised a frigate, Τὸ waa to be ready for sea 7 
December, Meantime, the quarantine nad been lifted, so the vasse? 


never varticlpated. 


628. It was not untzl 12 November that the 3nios assigned to TF 
157 devarted Trinidad te begin patrol cuty at ses, Bef 


tions could commence, it had been nécessary to translate into 
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Historical Account or Cuban C2.sis, 1962 (U)," 29 April 1963, 
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Spanish COMSOLANT's OPORD 9-62, which soeiled out the operatioual 
coneepts which were to govern TF 137's activities. This was 
accomplished at Trinidad with the assistance of officers assigned 
to the Argentine ships which had reported to COMSOLANT's OPCON 


on 8 Novenber.2 


629, Between the time it began operations and the lifting of the 
quarantine, TF 137 reported a total of 153 contacts.” However, 
ships of interest en route to Cuba were nat utilizing the southern 
approach which TF 137 was responsible for patrolling. By the tine 
the ships in the task force had reached their stations, the crisis 
already was drawing to a close. All the Sovisat merchant abins 
raturning dismantled missiles to the USSR had departed Cuba and 
had been inspected, Therefore, the only actual intercept which 
CINCLANT directed CTF 137 to carry out involved the ANGELOS, On 
17 November, CINCLANT directed that the ANGSLOS be intercepted, 
photographed, and visually observed. If ns prohibited materiel 
was in eviderce, tne trail of the ship “as to te diseontinied 9 
The ANGELOS was intercepted the same day. It coonera‘ed fruity, 
reported its cargo to the intercepting Tr 137 ship, aid was cleared 
to proceed on course." Piseae days later, tue quarant‘re was lsftad, 
CINCLANT directed COMSOLANT to cease T? 13/ operations and to 
consider the desirability of carrying out combined maneuvers before 
returning the Latin American vessels to their respective nationsl 


OPCON's.2 


539, Since events had unfoldeu as the: etd, the role of TF 137 
during the enforcement of the quarantine had proved toa be of little 


oparci.onal stantficance, T's creation οὐ TF 727 444 achteve. to 


ILANTOOM, Headquarters of the Comuander-in-Cuief, "“CINCLANT 
Historical Account of the Gusan Crisis, 1962 ()," 29 April 
1963, TOP SECRET, p. 128, 


@thid,, p. 129. 


SCINCLANT message DTG 170516Z November 1962 to Commander, TF 137, 
Snformation copies to CTF 136, CNO JCS and CINCLANTFLT, CONE SENTLAL 


4ory 137 measage DTG 1714302 Movember, 1962, to CINCZLANT, informa- 
tion copies to JCS, CNO, JACE's, et al., CONFIDENTIAL, 
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some extent, the desired political purpose, even though the νὴ 86- 
spread Latin American participation hoped for by the President ‘ 
never materialized, [itost important of all, the existence of TF 
137 did not jeopardize the operational efficiency of the princi- 
pal quarantine foree, TF 135, (Before the command arrangements 
which were to be applied at the tactical level had been developed ἢ 
by CINCLANT, this possibility had engendered considerable concern pia? 
among the military planners.) Similarly, the difficulties for 
command and control which might have stemmed from demands for the 
creation of an international command under the OAS, which the JcSs 
felt must be avoided at all costs, never became 4 serious problem, 


Nor did/ithe saturation of communications facilities at nis 


~g 


Trinidad headquarters which COMSOLANT had thought might occur as 
a consequence of the existence of TF 137 ever take place, 
(Surtrcient U.S. personnel and eryptographic equipment to meet the 
requirement for Communications Liaison Teams aboard the few Latin 
American ships wnich participated were made available to 
COUSOLANT, (Had Latin-American parvicloation been nore wice- 


spread, this conceivably coula have become a serious probien.) | 


631. The requirement closely to coordinate all policy guidance 
concerning the role of Latin American forces in quarantine opere- 
tions between the State Departments, the White House, the OSD, the 
JCS, and the C0 aid add one more item wo the alrecdy heavy a.enda 
of policy planners, However, this did not seem to nave any 
serious negative efiects on the decision-making process, vnien 
obviously was dealing simultaneously with a complex of far more 
important issues, In aodition, message traffic wos tncreased by 
the decision to furnish detailed policy guidance from the highest 
levels to the military attaches and State Department personnel 
involved in the complicaced negotiations with Latin American 
countries which were conducted as a follow-up to all formal and 
TCOMSOLANT message DTC 0519322 November 196° +o CINCLANT, re- 


questing ton level Adv sunport for his efforts to imarave 
commurications facilitles, TOP SECRET. 
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informal offers of assistance. However, Gespite the shortage of 
seoure communications facilities linking Washington with field 
personnel in Latin American states,]/this analysis has uncovered 
no serious communications saturation problems which can be 
attributed primarily to the increase in message traffic stemming 


from this aspect of crisis-related activity, 


632. Insofar as Latin American participation in the quarantine 


operations was concerned, tnen, the necessary delicate balance 


-ιτ 4 
{ between political and military desiderata, which were diametrical1,” 


opposite, 8 successfully maintained, However, if the nations of 
Latin America had designated δ larger number of their ships to 
participate, far greater command and contre] problems than the few 
minor ones actually experienced probably would have arisen, 
K, USE OF THE PANAMA CANAL TO SUPPORT ENFORCEMENT OF THE 

DUARANTINE ᾧὍὁοῇ,  “ Ὃ :ἷὀ;»--- τ᾽ 

533. Seon after CINCLANT hed received from the JCS the initial 
rules of engagerent and virtual OPLAN for the quarancine, he pro- 
posed to the JCS that the rules of engagement ve mocifi~ed to ner- 
mit supplementary use of the Panama Canal in tne conduct of 
quarantine operationa, OINCLANT suggested that CINCARIB be 
directed to assume responsioility for searcning suspected shine 
transiting the Canal and for develuping measures to prevent the 
transit of ships found to be carrving grohioited materiel.? 
Ultimately, 10 was decided that the political cisadvantages of 
Prohibiting ships carrying forbidden maseriel from Lransiting the 
Canal would outweizh the operational advantages, which were in 
any event somewhat Cudlous, given CINCARZIB's ather potential 


missions and limited forces." 


634, On 26 October, therefore, the JCS reversed an eerlier 


acceptance of CINCLANT's suggestion and instructed CINCLANT anu 


POINCLAN message to JCS, Dfa 2222347 October, +32, PC? SECRET, 
The political aspects of the problems raised by CINCLANT!s 
proposal to use the Canel cone in support of quarantine opera- 
tions have been discussed in more detail in Chapte> τύ of this 
Enclosure, 
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CINCARIB that enforcement measures for carrying out the quarantine 
were not to be taken in the Canal ‘one, Inspeation of carga, as ᾿ 
provided in the rules of engagement Βρε1276α out in previous JCS 
messages for the quarantine force itself, was to be undertaken 

at the Canal Zone, However, only ships designated by CINCLANT 

for inspection at the Canal were to be interfered with, Even if 
inspection was directed, ships were not to be delayed in trans- 
iting the Canal merely because prohibited materiel had been dis~ 
eoverea aboard, Unless such materiel threatened the security of 
the Canal Zones, they were to he permitted to proceed. If 

security was threatened, the procedures contained in a joint Strate, 
Defense Department Instruction dated May 10, 1957, concerning 
translt of the Panama Canal by Sino-Soviet Bloc vessels, nere to 
be followed. When inspections were carried out at the request of 
CINCLANT, he was to be informed of the results, If prohibited 
materiel was found aboard sich ships, CINCARIS was to raintain 

air surveillance aver these vcréels uson cheir deperture from 

the Canal Zone. This surveillance was to continue until tne 
vessels were beyond the range of GINCARIB!’s surveillance aircraft 


or until CINCLANT accepted responsibility for further action.+ 


635. On 23 October, CINCLANT desisrated the ship EMELYAU PUGACHEV 
for inspection upon Lig arrival to transit the Panama cana1.? 

The ship was not acheduled to arrive at tne Canal until about 3 
November, At 13302 on 3 November, the inspection requested by 
GINCLANT was carried out. The ship carried canned fish, fish oils 
and lumber; no protiibited cargo was discovered, It was vermitted 
to proseed to Havana, ETA 7 Naverwoer.> 

636. CINCLANT designated no further vessels for insnection por 


GINCARI8., None of the shias carrying the dismantled wissile: back 


13a Message 7002 to CINCLANT and GINCARIE, DTG 2612172 October 
195% SECRET. Informasioé ta Governor, Canal Zone, ONO, Service 
Chiefs, ate 

2uopuay Θ᾽ σὰ Resume of Events, 2800000 ta 290000R October," 
30 Oatober 196° TOP SECRET, 5 
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td the USSR utilized a route requiring transit of the Panama 
Canal, and throughout the quarantine most other shipping of 
interast also wes using other routes. Therefore, as the crisis 
drew to a close, the nature of the Soviet response had been such 
that the decLsion to minimize utilization of the Canal Zone for 
inspection and surveillance of Guban-cound shipd before they had 
entered the designated intercept area had caused no operational 
difficulties, The potential negative political repercussions 
which undoubtedly would have oscurred if the JcS had not with~ 
drawn ita initial approval of CINCLANT's criginal suggestion had 


peen sucaessfully avoided, 


L. THE ABORTIVE PLAN FOR AN ALR OU4RANTINE 

637. Soon after the onset of the crisis, one of the alternative 
courses of action under active consideration was the imposition 
of an air quarantine, designed to prevent the introduction into 
Cuba of prohibited materiel by airlift as well as by sealife, 
ἈΒ has been pointed out already, the original guica.e trans- 
mitted by the JCS to CINCLANT directed that he develop plans for 
an air quarantine of Cuba as well as for a naval querantine,*~ Tne 


rules of engagement, as transmitted to CINCLANT, contained fairly 


detailed instructions concerning interception of aircraft, 


638. CINCLANT had developed a plan for an air olockade of Cuba 
earlier, in conjuncticn witn planning relates ta Soviet fanning of 
tensions over Berlin, Although some modifications were requirsd 
to €nsure that this plen vas tailored to the rew JCS giticance, 

it did furnish a basis for developing an OPLAN for a llmited δὲν 
quarantine of σιῦθ, Ey 2352 Oateber, this plan, CDICLANT OPLAN 


308-62, was forwarded to tne JOS for approval. 


I . 
acs Message 6342 to UINCLANT, DTG 2°1111Z October 196? TOP SECRET. 
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639. Meanwhile, planning for a limited air quarantine of Cuba 
was going on within the JCS itself. The Deputy Secretary of 
Defense had requested the views of the JCS on this matter on 19 
October, and several papers had been developed within 9.3 for Jcs 
consideration, Hence, planning for the air quarantine, in can- 
trast to planning for the naval quarantine, was accomplished by 
the JCS organization in accordance with standard procedures, 

(The details of planning for the naval quarantine, it wlll be 
recalled, were carried out within the office of the CNO.) 


640, Since the original JCS policy guidance to CINCLANT had 
included references to an aic as well as to a sea quarantine, 
some confusion apparently arose as to whether or not the JCS 
order to implement the naval quararitine, issued on 23 October, 
was intended to apply as well to the quarantine of aircraft, 
CINCONAD requested clarification, On 24 October, the JCS 
explicitly informed CINCLANT and CINGOWAD that its order of the 
previcus day directing implementation of the quarantine did not’ 
apply to the quarantine of aircraft, CINCLANT would be advised 


if implementation of an air quarantine was destred.+ 


G41. Meanwhile, on the 23rd, CINGLANT had released his OPLAN 
308-62 (Limited Air Blockade) for planning purposes only. ‘Two 
days later, he amended tne command arrangements in the original 
OPLAN to provide explicitly that no aireraft not designated by 
CINCLANT was to be invercepted or interfered with, CINCLANT 
would designate each aircraft suspected of carrying prohtoited 
materiel and would, in each instance, state explicitly what ‘tind 


Of action, if any, was required ,* 


642, On 27 October, CINCLANT promulgated his OP Order 49-62 


concerning the limited air quarantine of Cuba. ‘The OP order was 


7308S Message 6945, DYa 241823% Octoocer, 196" SECRET. 


= CINCLANT Message, DIG 2319047 October 195° ta 965 and LANTCOM 
Component Commanders, SECRET; CINCLANT message, DTG 2517052 
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effective for planning upon receipt and fox» execution upon 
direction. The command arrangements outlined by GINCLANT were as 
follows: 


&. The two execution commanders would be the commander of 


TF 84 (COMCARIBSEAFRON) and the commander of TF 135 (COMCARDIV 2). 


b. COMCARIBSEAFRON would be responsible for the limited air 


quarantine in the area east of Cuba, utilizing the forces avail- 
able to him and whatever Puerto Rican National Guard Forces were 
made available by COMANTDEIFGOM, 

@. COMCARDIV 2 would be responsible for the limited air 
quarantine in the area south and east of Cuba with the forces 
assigned to him. 

da. GINCONAD would assist within the vicinity of the coastal 
ADIZ or within the range of his air defense systems.2 

later, at the direction of the JCS, detaiis concerning additional 
support from CINCSAG and comseand liaison between CINCSAC and 
CINCLANT were added, 


643. Meanwhile, the J-3 plan and recommendations concerning an 
alr quarantine of Cuba had gone "green", At their meeting of 
27 October, the JCS deoided to forward the plan to the Secretary 


of Defense along with other recommendations related to the eir 


quarantine .3 The plan was forwarded on 29 October. The JcS OPLAN 


8180 was transmitted the same day (29 October) tc CINCLANT, 
CINCSAC and CINCONAD for therr information. ‘The same message 
approved, for planning purposes, CINCLANT OPLAN 306-62, as 


modified by the Jcs plan,” The JCS concent of operations 


*TOPNAY 2l-Hour Resume of Events, 270000-280000@ October," TOP 
ΔΩ}. 


2sac OPORD 100-63, effective for plannings upon receipt and for 
implementation 1 directed oy Headquarters SAC, Transmitted 
as SAC message to various subordinate commands, information Jcs, 
CINCONAD, CINCLANT, et al,, DY'G 0722302 November, TOP SECRET, 
(AF In 10g oumbers for tne message, which eei6 vale, and in 
our séctions, are AP In 15509, 155910, 15 1 sic/, and 15515 
oie respectively, ell dated 8 Novemoer 19%2,5 
JCS 2304/77, Octose. 1952, pases 594 to 564 anolusive, TOP 
SECRET, 


ses Message Toe, Dra 2OL71L0S Octnhen 1967 TOP SEQRET, 
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envisaged that, as a first step, all possiole diplomatic pressure 
should be exerted in order to prevent airerart transporting Soviet 
Bloc materiel from being allowed to use the customary en route 
refueling bases on non-Communist territory, ‘In addition, the 

JCS plan provided that CINCONAD and CINCSAC were to assist in 
enforcing the quarantine along the route from Gander to Cuba. 
They 8180 would assist CINCLANT in enforcing the quarantine along 
the southern transatlantic and Caribbean alr routes, The JCS 
memorandum of transmittal pointed out te the Secretary of Defense 
that, in the view of the JcS, the Presidential Proclamation of 23 


October clearly authorized an air quarantine of Cuba if the 


Secretary of Defense decided that it was necessary. 


644, Soon after the crisis arose, the State Department, as parc 

of its efforts to gain the participation of other nations in the 

U.S. response to the Seviet missile build-up, had begun to δα}:8 

steps to encourage Canada, the U.K., and other nations to deny 

landing rignts to Seviet atreraft transiting to Cuba, This effart 

was Successful, ./The resultant administrative harassment wis con- vad 


΄ 


sidered by the JCS to be suffieitently effective., 


645, Therefore, no raquirement for implementing an air aquarantine 
developed, In fact, the Secretary of Defense did not formally 
approve the JCS plan until 14 Decambes, after the quarantine nad 
been lifted. Even then, the plan was approved for plannins 
purposer only, and with the rules of engagement modified to pro- 
vide that authority to order an attack tas to be retained by the 


JCS and was not to be delegated to CINCLANT.2 


S4S, In summary, the concept of an δὴν quarantine never was 


actually appited during the crisis, In sharp contrast to the 


Trae Aanien en en OO 
JCSM-832-62 to the Seoretary of Deferse, dated °9 October 1¢62, 


TOP SECRET, 
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arrangements utilized for planning and implementing the naval 
quarantine, with the CNO serving as the designated JcS repre- 
Sentative, the planning for an air quarantine followed ἃ more 
conventional pattern, The bulk of the planning was accomplished 
within the JCS organization itself. Had the Soviet response to 
the imposition of the naval quarantine been different, and had 
the USSR decided to mount a massive aiplift in defiance of the 
naval quarantine the U.S. had imposed, plans for such a contingenc: 


existed, They could have been implemented promptly. 


M, THE ROLE OF TF 136 IN VERIFYING WITHDRAWAL CF SOVIET MISSILES 


647, In order to relate the activities of the principal quaran- 
tine force ~~ TF 135 -- to pertinent aspects of the decision- 
making process during the latter part of the erisis, it is 
necessary to resume the chronological account which was inter-= 


rupted to deal with other topics, 


648, From 7 Novembe. until the crisis was over, TF 136 had a 

dual mission, Although it vontiunued to enforee the gusrantine 

on the importation of pronibited materiel into Cuba, its principal 
activities from that date onward were directed towards verifyirg 
the withdrawal of the Soviet missiles from Cuba. This additional 


role for TF 135 had not been anticipated by the policy olanners. 


649. Even peior to Mirushenev's announcevent, on 28 October, 
that ae had ordered the MR3''s and IRBN'g in Ciba disraatled and 
returned to the USSH, negotiations nad been going on at the U.N. 
and elsewhere to establish acceptable arrangements for verifica~ 
tion of the withdrawal of the missiles. After Khrushchev'!s 
announcement, the JCS increasea its. efforts to ensure that any 
verification arrangements agreed to politically also would meet 


nininum military requirements,.+ 


“- “- ae 
Tse, @.8., JOS 2505/81, 30 October 1962 pages 602-607, inclusive, 
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higher euthority. At the highest levels of politico/military 
decision making, attention had shifted away from the questica of 
enforcing the quarantine; the verlfication problem had become a 
more acute immediate issue. CINCLANT took advantage of this lull 
in operations in the quarantine area to work out an improved means 
of designating merchant ships which were under surveillance, were 
being traLlled, or otherwise were of interest to the quarantine 
force, [on 5 November, he suggested the "SCOTCH TAPE" code word 
nurbering system, The proposal was approved by the JcS on 7 
November, when CINCLANTFLT was authorized to assign and cancel 
SCOVCH TAPE numbers as required by developments.~ Thereafter, 
until the quarantine was lifted, beth outbound missile-bearing 
ships and incoming merchant vessels == Soviet and non=Soviet -=- 
were assigned SCOTCH TAPE numbers. ‘This designation system served 
as a convenient means of tabulating the data required simulta- 
neousiy to monitor incoming merchant ships and to inspect outbound 
vesseis with missiles aboard, It permitted more precise communica- 
tions concerning the ships of interast between the various echelsn 
of th2 command and control structure, particularly at the tactical 


level, 


654, By the time the “ScOTTH TAPE" designation system was adupted 
the basic pointa of a bilateral inspection egsecment 2ecepee.ale to 
boch the U.S, and the USSR had been nammered out at the U.N, 
After itntelilgenc2? evidence hed begun to indieate that the Soviet 
Union wag preparing to withdraw its wissiles from Cuba, the U,d. 
had initiated the attempt to ocutain a ollateral agreement, since 
there seemed to be no immediate prospects for creating an 


acceptable multilateral U.N.-sponsored inspectorate, | 


655. U.S.-Soviec agreement on the inspection isaue was achieved 
in New York on 6 November. The following day, at she request of 
the Secretary of Defense, “he JOS directed CINCLANT to apply the 


Tana Menanen FOER ba nvnOtann Ξ : 
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terma of reference which had been agrced ta at the political level | 
to all future inspections of both outgoing and incoming Soviet 
ships. The detalLls spelled out in the bilateral agreement 
inoluded: 
&. Requirements for an exchange of call signs between inter 
cepting and intercepted vessels in order to establish rendezvous; 
Ὁ, Authorization for U.S. ships to pass close aboard the 
outgoing Soviet shios taking missiles back to the USSR in order 
to photograph them; and ᾿ 
5. Permission to use helicopters in obtaining close-up 
photographs .~ ‘ 
On the 7th, the JCS also informed CINCLANT trat close surveillance: 
and photography of each of the Soviet ships departing Cuban ports 
with missiles aboard was 4 matter of high priority. CINCLANT was 
directed to arrange for rapid delivery of all photog to the JCS 


Joint Reconnaissance center for interpretation, * 


656 far though there had been some uncertainty among U.S. intelli-~ 
gence experts about the number of missiles actually deployed to ; { 
Cuba, by this tame (7 Novenber), the Soviet figure of 42 MRBM's Lid 
was accepted as probably accurate. /Photoreconnaissance had not 
indicated the presence of any ries in Cuba. These presumably 
were to have been shipped after the sites that were under construc 
tion had been completed. Some may have been aboard the POLTAVA- 

‘class ships which turned back to the Soviet Unlon shortly after 


the quarantine was imposed, 


657. TF 136, along with other elements of LAIITCOM and with 
assistance from SAC and other cammands, began to carry out the 


inepection mission, 
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658, The following day (8 November}, a Scviet spokesman at the 
U.N. announced that: 

8. All cuthound Soviet ships would follow the same courge, 
1.e., via the Straits of Florida. 

Ὁ. Nine Soviet ships, the names of which had been given to 
the U.8,, would be carrying al] 42 missiles. The missiles 
themselves would be on deck, covered with canvas. 

&. Shipmasters of the nine vessels had been instructed to 
inform U.S, quarantine foraes as to the number of missiles on 
board. This, the Soviets felt, was adequate, 

dg. The Soviets had no objection to the U.S. use of heli- 
ecopters for very close-in photography. 

Ε. If necessary, the eanvas covers of the missiles could 
be removed, 

£. There was no need to give the U.S. the call signs of the 
Soviet missile-bearing ships, since the names head already been 


revealed t 


659, The Soviet spokesman's assertions did not prove to be 
entirely accurate, Call signs of at least nine of the Soviet out- 
bound vessels were obtained and furnished to CINCLANT, The 
missiles themaelves proved to be carried aboard eight Sovlet 
merchant ships. (The ninth ship carried only associated support 
equipment.) Outbound Soviet vessels did not always follow the 
course through the Florida Straits wnich had been agreed upon, 
necessitating considerable sedarcan activity before a rendezvous 
could be arranged, However, becween 8 and 11 November, all rine 
Ships reported vy the Soviets to be carrying missilea nad been 
intercepted, and 42 missiles counted, When intercepting, che U.S. 
forces followed the instructions of the Secretary of Defense, 
Signaling to the Soviet vessela, "Zour government has agreed to 


uncover miseiles, Please do 30,3 

a 
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S60, Once 8 rendezvous had been arranged, the cooperation of the 
Soviet shipmasters varied, Some removed part of the canvas outer , 
coverings of the missile transporters without even waiting for a 
request from the intercepting force. Others refused to uncover 
missiles at 811, or removed only 8 amall portion of the outer 
ecverings, In no case was the inner waterproof casing around ἃ 


Missile removed, 


661. Shortly after TF 136 had completed ita unanticipated role in 
verifying the withdrawal of the Soviet missiles from Guba, an 
additional group of vessels had left Bloc porta and were headed 
for Cuba. By 13 November, there were 27 such incoming ships. 
Sixteen were of Soviet registry, and one was an East German 
vessel. Two of the Soviet ships were estimated to be capable of 
earrying missiles below deck, These were expected to arrive in 


the quarantine area on 16 and 17 November, 


562, The CNO, in a memorandum to the Secretary of Defense, pointec 
out that considerable time had elapsed since any Bloc ship inbound 
to Guba had been intercepted. He recommended that the follo.inge 
steps be taken: 

ἃ. The Yugoslav tanker, IZ, due at the quarantine area on 
14 November, be intercepted; 

Ὁ. Each of the incoming Soviet cargo ships be intercepted, 
beginning with the ATKARSK, due at the quarantine area on 15 
November; 

ce. Priority be given te ensure the intercept of the two 
incoming Soviet ships, the OKHOTSK ane the ORENBURG, with T2- 
foct hatches, which were considered capable of carrying missiles 
dn their holds; 

ἃ. A public announcement be made thet the Norwegian ship 


TRAJAN, inbound to Cuba, had been intercepted and boarded on 12 


November; and 


Soo 
achment to JCS 2304/1C0, dated 14 November 1965, ppg§71-67 
_ ea chnent TOP SECRET. ἢ ᾿ ΠΤ ΤΥ pe 


TOP SECRET - ~ 262 - 


TOP_SECPUT 


668. Difficulties over removal of IL-28‘a were-to-.continue for 
some time. A Soviet spokesman announced to a U.S. representative 
at the U.N. on 4 December that 42 Iz-28's would be shipped out on 
December 5, 6, and 7.1 The first sightings of outhound IL-28's 
were made on the Gth. The fuselages, crated and uncrated, were 
on deck, and an accurate count was achieved. Although all IL-28's 
were not removed at once, the quarantine was deemed to have 
achieved its purpose and the Cuban crisis had ended. The nature 
of the Soviet response had been so different from what had been 
anticipated that no requirement h:d arisen to apply the elaborate 
rules of engagement worked out during the critical week of 15 


October. 


N. SUMMARY OBSERVATIONS 
669. The principal external influences on military command and 
control related to naval quarantine operations proved to cluster 
within two categories, Both in form and in function, command and 
control had to adapt to requirements Imposed by* 
8. The decisions and actions of U,S, national (civilian) 
authority, and 
bh. The behavior patterns of the principal artagonist - 
the USSA. 
“nese Setermized to a lac.,e extent what kind of gsemmand and ccn- 
trol stsucture emersead and how its arocesses woild oserate, 
The Nature of the Crisis and the Role of the Quarantine in the 
Wotal U.S, aesponse = | ]ᾧδ6ὁὮὃΣὲυ:;Ν»"Σ ςςς ἐ΄΄Ῥς;»η»ἤ  ͵ν΄ν. 
G70. Precrisis planning for a Cuban contingency had been based 
primarily on the assumption that the principal antagonist would 
be the Castro regime, After it became apparent that the main con- 
frontation would be vetween the U.S. and the Soviet Unien, tne 


alternative courses of action for dealing with tne emergency took 


I3cs cuba SITREP 44-62, 0504002 November, TOP SECRET, 


VOPR gwRET 


TOP _ Sac ik El 


TOP SECRET 


673. The quarantine operations, then, were pivotal in the overail 
national strategy for dealing with the crisis. Subsequent ᾿ 
decisions regarding all other U.S, moves were dependent upon the 
interplay of events which fallowed its imposition, Simultaneously, 
it was imperative to coordinate the operational activities of the 
quarantine task force with the U.S,.-Soviet political dialogue, 

At any given point during the crisis, thus, quarantine command and 
control was subordinate to considerations other than the immediate 


military operations at hand. 


Command and Control of Unilateral Quarantine Operations 
574. When the original quarantine task force (TF 136) was estab- 


lished by CINCLANT 1t was assumed that standard command relations 
would apply. However, even prior to implementation of the naval 
quarantine, it proved necessary to adjust command and control of 
TF 136 to the evolving strategy of the national decision-makers, 
later, requirements for yet other revisions in command arrange- 
ments for TF 136 stemmed primarily from the operational moves of 


the USSR, 


675. Two U.S, developments occurring quite early in the crisis 
necessitated the initial adjustments, The first was the desig- 
nation of the Chief of Naval Operations (CNO) as dcS representa- 
tive for quarantine operations (and defense of Guantanamo as well) 
the second was the snroud of special security restrictions that wa 
thrown over some intelligence relavant to ~uaranscine opevstio7s. 3 
sacoud wileh dij] not begin to be lifted until after all the osoine 


pal Soviet targets for anitial interception had turned away “rom 
Cubs, 


576. The decision to designate the CNC to serve aa JOS 1epre- 
sentative for raval quarantine operations, taken on 19 October, 
precipitated a series of departures from the established institu- 
tional patterns of national command and control. They necessi- 
tated a partial and temporary modification of the usual d4urermediar 
command crannels linking the President with LANTCOM forces, wnich 
indirectly caused secondar, changes in staff organization and 
procedures, KOOP | PR pe 
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G77. Advantages accruing from the designation of the CNO as JCS « 
representative for the quarantine were: 

ἃ. Facilitating, during the critical initial week of natione 
decision malting, timely coordination between the CNO and 
CINCLANT “Ὁ and their respective staffs -- on operational matters 
that by thelr nature were almost exclusively within the purview 
of a Single Service; 

b. Freeing the Joint Battle Staff and other elements of the 
JCS organization to concentrate on preparations for more drastic 


miiitary action which might become necessary momentarily. 


678. The CNO'!s designation as JCS representative also imposed 
several requirements for adaptation of existing OJCS structure 
end processes: 

8. Partial alteration of the role of the JCS as a corporate 
entity ~- and the concomitant role of the Joint Staff and OoCcS -- 
in that part of the crisis decision-implementation vroces3s which 
pertained ts the quarantine; 

Β. Traneferrence to OPNAV, and particularly to CNO Flag 
Plot, of some of the operational and functlonal responsibLliities 
normally assumed during a crisis by the Joint Battle Start; and 

c, Creation of a lialson group within the gCS organization 
specifically responsible for ensuring a smocth flow of inforna- 
tion on quarantine developments to those echelons within the JCS 


which needed such informat on, 


679. Within the Operations Directorate of the JCS, certain re~ 
arrangements in staff procedures wer: requlved, partly as c conse 
quenca of the designation cf the CN0 as JCS representative for 
quarantine operations and partly because of the imposition of 
special security restrictions, One important innovacton that 
resulted was the creation within J-3 of a spsctal Blockade {1.e., 
Quarantine) Group which stood watch around the clock end served a: 


the principal liaison between OPNAV and the JCS on quarantine 
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mattera throughout the crisis, It was this group which kept snes , 
Office of the Chairman, the Director, J-3, and others within the 
Joint Staff who had a "need to know" informed about quarantine 
developments, Because of the special security constraints, this 
Blockade Group had to be set apart from the Joint Battle Staff anc 
functioned outside the NMCC complex. After security restrictions 
eased, it helped to itnsure that the flow of quarantine data to the 
Joint Battle Staff from OPNAV was as complete and timely 88 
possible. Although both the creation of the special J-3 Blockade 
Group and the designation of the CNO as JCS quarantine representa- 
tive occasioned some gifficultles within the JCS erganization αὖ 
the staff level, these apparently had no significant bearing on 
the decision-making processes of the JCS as a corporate entity. 


680, The first Soviet operational reaction to the quarantine ve- 
quired still further adjustment of quarantine-related command and 
control, Certain ships assigned to TF 136 had been directed to 
intercept, at the very hour the quarantine went into effect (1C0¢ 
ELT on 24 October), two of the sixteen POLTAVA-class Soviet ships 
eteaming towards Cuba, Ships of this class were estimated to be 
capable of carrying IRSM's and MRBM's in their holds and therefor 
were the principal targats for interception. When LL became 
apparent, during the night of 23 October, that some of tnese sittpr 
were reversing course, tactical decisatons on erucial details of 
quarantine op2rzations began to be tabir at the highest i2,_ls ¢r 
Yashington. Such an innovation sas considered to be essential 
until it could be determined whether the quarantine indecd ves 
serving its intended purpose or whether the behavior of the 
POLTAVA-class ships reflected a new Soviet ploy. Hence, at this 
juncture, the Secretary of Defense, the CO, and their ceputies 
turned ta the \thite House for instructions and trarsmitted the 
resulting revised directives regarding intercept action directly 
to individual commanders of ships assigned to the quarantine task 


force, 
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681 . {For several days thereafter, tactical decisions concerning 
detalls of quarantine operations continued to be taken primarily 
in Washington, In comection with Soviet tankers, the CNO, througt 
his Executive Officer, again requested White House guidance on the 
advisability of sending ships to make intercepts, Subsequently, 
the President also issued policy instructions concerning the inter 
diction and inspection of non-Bloc ships. Both the clearing of 
the Soviet tanker BUCHAREST through the quarantine line without it 
being halted or boarded and the subsequent stopping and boarding 
of the Lebanese freighter MARUCLA (known to be under Soviet 
charter) were accomplished through a combination of initial 
instructions from tactical commanders and final instretions 
from Washington transmitted Girectly to the individual commanders 


of quarantine task force ships concerned. 


682. This radical departure from established command channels 
upset normal information flow, thereby complicating toa some exteut, 
the starf work in J-3 and other elements of the Joint Staff, 
However, the line commaddess, from CINCLANT through the Task 
Tarce 136 Commander, apparently were kept sufficiently 
informed of developments in Washington to avoid conflict between 


operations and evolving national policy. \ 


683, Following the initial flurry of activity in the quarantine 
area, the remaining number ΟΥ̓ ships inbound to Cuba suspected of 
carrying prohibited materiel was limited, and tactical command 

decisions relating to quarantine operations reverted temporarily 


to CINCLANT and his subordinate commanders. 


684. The second Soviet operational move potentially affecting 
command and control over the quarantine mission did not occur 
until 13 November, when it was discovered that an additional group 
of vessels had left Bloc ports and were headed for Cuba. However, 


unlike the earlier episode that culminated in the POLTAVA-class 
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ships returning to the USSR; this later development necessitated 
no drastic adjustments of command and control processes, primarily 
because intervening developments at the political level had 
nullified the possibility of boarding and inspecting any ships 
inbound to Cuba, During this final stage, therefore, command and 
control was exercised in accordance with customary links between 


the 905, CINCLANT, and nis subordinate commanders, 


Command and Control ef Verification Operationa 
685, Khrushchev'!s concession of 28 October to withdraw the 


missiles created an unexpected nev operational mission for the 
quarantine forces. For the next few days the attention of U.S, 
nattonal dreision makers was concentrated on negotiating an 
acceptable egreement for verifying the withdrawal of Soviet 
missiles fron Cuba. In the interim, while negotiations were in 
progress, CINILAN’ had been instructed by both the JCS and the Cio 
to avoid stopring or boarding any vessels inbound to Cuba unless 
uu directed by 1igner qguthority, During this period activity 
within the quarintine area was largely confined to visual, photo- 


graphic, and radir surveillance. 


$86, Neither the 108 nor the CNO, in ris capacity aga JCS repre- 
sentative for quarentine operations, had a direct role in the 
negotiations, The «0S, through recommendations to the Secretary 
of Defense, attemptei to enqure tat ary trsteu.ron and varios. 
tion arrangeme τ axred to politically also would meet minimus 
military requirements. Once a U.S.-Soviet agreement srelitngs cute 
in some detail the way in wnich U.S. forces were to anspect ships 
outbound from Cuba with missiles aboard ha? beer hammered out, 
the JCS informed CINCLANT of tris high-prlorcity verification 
mission, and directed that it be accomplished with strict adherence 
to the terma of the bilateral inspection agreement. Since no ships 


could be boarded, tactical decisions were routine and were taken 


within LANTCOM, 
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687, Only timely coordinatton between diplomacy and related mili-' 
tary activities -- notably photoreconnaissance of Cuba -- had 
prevented the Soviets from dragging out the inspection negotiation. 
at the U.N. while cremeving their missiles from Cuba, thereby pre-~ 
cluding any verification whatsoever of missile withdrawal. In 
earrying out the unanticipated inspection mission, the quarantine 
task force, reinforced by other LANTCOM elements and assisted by 
SAC and certain other commands, was able to confirm to the satis- 
faction of U.S, decision makers the return to the Soviet Union of 
all 42 MRBM's which intelligence accepted as a "probably accurate” 


count of the total number deployed to Cuba, 


Multilateral Cuarantine Operations 


“88. Latin American participasion in the quarantine was late and 
modest. The few ships that were made availiable became part of 

TF 137, but several command and control requirements had to be 
satisfied before they could begin patrol duty at sea, U.S. 
communications liaison teams with portable cryptographic eyuipment 
and bilingual operators had to be organized and assigned +o duty 
aboard each vessel, [Sutticient teams vere assembled to provide 
operationally adequate and secure communications witheut compro- 
mise of U.S, cryptographic security, More foreign ships could 


have become @ sertous problem, ' 


689, Not until 12 November did the TF 137 vessels depart Trin‘4ad 
and begin patrolling the southern approaches to Cuba, Tyan ith 
as Soviet ships were not using southern routes, CINCLANT cirected 
only one token intercept. The ship designated was not suspected 
of carrying prohibited cargo and, at CIVOLAT's diractior, as 


not boarded. 


690. Since widespread Latin Amertcan participation in the quaran= 


tine operations never eventuated, TF 137 proved to be of lictle 
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operational significance, Its activation had no-appreciable impact 


on quegrantine command and control, 


691, Many adjustments had been necessary to adapt the structure 
and processes of command and aontrol to the exigencies of the 
quarantine, Despite their great number, the speed with which they 
were improvised, and their sometimes dramatic divergence from 
standard arrangements, they resulted in a military command and 
control capability responsive to the requirements of the nattonal 


political authority, 


TOP SECRET 


ray CRE T 


Plottanme 


TOP aR YT 


TOP Sroum . 
VIL. ADIUSTING CONTINGENCY FLai's TO CRISIS REQUIREMENTS 
A, TRE CUBAN CONTINGENCY PLANS IN RELATION TO THE CRISIS 
ΣΌΣ ΠΡ ΠΤ ἃ ΓΨΤὉἉ  νθΡὐ΄τέῦο 
Boe Despite ita precipitate onset, the Cuban crisis had not 
caught the U.S. unprepared as far as contingency military 
plans were cancerned,{ There waa in existence the so-called 
"family" of plans that had been evolving over the preceding 
18 months. Incomplete and in vartaug stages of refinement, 
they were, monetheless, not inappropriate to the kind of 
situation that had materialized. Patentiy, they did not 
cover ali of the military aspects of that situation, for i% 
had turned out to be considerably different from the relatively 
simple localized contingency that had been antielpated by the 
national decision authorities and on which military planning 
had been predicated, The incroduction of the USSR as a majer 
term in the oumation, besides vadcically altering the political 
context, axXacerhated immeasurebly the whole operarional en- 
vivonment of any military action toward Cuba, On the one 
hand, the Soviet factor, with ail of its escalation implica- 
viens, raised the ante of such én undertaking to acute strategic 
proportions; on the other, it intensified and complicaced the 
immediate tactical circumstances attending operations within 
Cuba itself. Yet, precisely because of the threatening presence 
of She o-rensive capati°ity there, Cuca remained the Cocus of 
the omiais, and thé ccnerngency vlans ~hus vere central to 


the cruclai issue around which the crisis revolved 


693, Indeed the planning retained essentialiy tha seve bagic 
conceptual approach as before the crisis: twa kinds of miulisary 
courses of action against Cuba vere sslli being plennou -+ 


air-strike operations and invasion overations. The main 
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adjustments that had to be made were more in degree than la 
kind, But plans for such operations could never crystalize 
on a set of fixed reference points and achieve final form. 
Instead, they were in a continuous state of transition conso- 
nant with and paced by unfolding erlsis events, reappraisais 
of crisis needs, and altered crisis objectives. Contingency 
Planning never seemed quite able to eatch up with the changing 
political assessments of the military situation or new policy 
requirements for particular military operational capabilities, 
Important substantive revisiona kept appearing even after the 


prospect of implementing the plans had clearly faded, 


494, Furthermore, once the planned military posture began 

to take overt form, planning and operations became intimately 
intertwined, and in some respects almost indistingvishable. 
Oserational actlvity connected with prepositioning of forces 
and materiel in preparation for implementing the plars fre- 
quently revealed inteznal deficiencies within the plans οἱ 
unexpected constraints upon the actions being planned fer thus 
necessitating amendments to planning provisions. Conversely, 
the many modifications of olanning provisions that introdwced 
new requiremants or altered terms of reference resulted —a 
changed operational preparations. The reciprocal inverplay 


tenced to be weighted οὐ the side of the letter, 


695, Since the plans vere never ordered executed, they aleays 
ramained “contingency” plans, forever in the realm of hypo- 
thesis. Although their suostance was governed ey the ultimate 
eriteria of operational feasibilisy in the event of jmolementa- 
tion, the desarminizs variatblas usne lly d@o2 aov purely niliceary 


op2rational considerations, as such, but devolved from she 
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cerditions of a larger national strategy in which the con- 
tingency plans had a supporting role. A constant revision 
cycle to accommodate changea in this strategic environment 
accordingly characterized contingency planning throughout 
the erisisa. 


696, The advent of the crisis henes did not serve to narrow 
thea scope of contingency planning. On the contrary, it had 
the effect of progressively expanding the range of planning 
provisions, while at the same time Intensifying their speci- 
ficity. The magnitude of the effort, coupled with its urgency, 
made contingericy planning one of the major preoccupations of 
the entire crisia, exercising the entire ccmmand and control 


system, from the White House to the forces in the field. 


697. The same themes proved to dominate contingency planning 
as had been the caee before the erisis. Of primary concern 
among these were: camiend relaticns, selective cptionsa, 
reaction times, and force levels, Significantly, 411 bus ths 


last were expressly motivaicd wr command an~ control desiderata. 


B. SETTLING ΡΟΝ A*.D APPROVING BSST3 PLANS 
698, One of the first considerations following tac discovery 
ΟΣ tne missile sites, even before 4 naticnal dacision hed 

ceen reached on what the U.S. respons? would be, was the state 
of the cortingency plans. The need for military measures to 
eliminate she threat could be expected momentarily. In tye 
nresgent circumstances, the two operational courses of action 
to which precrisis clinning had been orlented air strives cr 
invasion (or both), had surned out to be applicable in erineiple 
if not in specific detail, Tha whole complex of plans, however, 


was still in a somewhat amorphcus evolutionary stage; the 
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air-strike plans were far from complete end the irivasion plans 
were in several versions, It was imperative that implemernvable 
plans be at hand as goon as possitle. To have them, the pre- 
requisite starting point was to settle upon 8. single basic 

pian for each of the two courses of action and get it approved. 
Only then could all of the explicit technical details organic 
to a full operation plan be systematically developed. 


699. The air-strike plan, CINCLANT OPLAN 312-62, as the course 
of action most apt to be executed first and on the shortest 
notice, immediately received priority attention. It will be 
recalled that the core of the air~strike plan was based on 
the USAF "Rock PILE" plan prepared by COMPAC, which CTINCLANT 
had accepted as a basis for his OPLAN 312 two weeks before the 
crisis broke, Many aspects of the 312 plan had, of course, 
been undergoing development since its inception the previous 
Februery. At tnia point, however, it consisted of little more 
tnan 3 general outline ccntaising tentative statements of 
the mission, concept of operations, and command reistions, 
plus identifying some of she tasks, objectives, and support 
requirements involved. Most of the Annexes that flesh out a 
plan were still missing. Consequenzly, few of tae specific 
provisions governing what operations would actually be con- 
ducted, by vnom, and how,were as yet defined, Other than 
informal appraval for planning pirnes22, CPLYN 312-62 hed noc 
even been officially approved by JCS as the contingercy opera- 


Sion plan ror the air-strike course of acticn. 


700, While the Executive Cormittee of the NSC was deliberating 
on national decision alternatives for the Initial U.S. reaction, 


CINCLANT rushed to completion the basic plan of OPLAN 312. 
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It contained a statement of the mission and concept af opera- 
tions, and was accompanied by a new Annex A delineating tasks 
and specifying forces to carry them out. On 18 October the 
basic plan and the new Annex A, which was promulgated in the 
(ror of Change 1 to OPLAN 312-62, |were forwarded to the 08 
for approval.* Late the following day (19 october)/ tne basic 
airegtrike olan, now officially designated CINCLANT Contingency 
OPLAN 312-62 (cuba), along with Change 1 containing Annex A, 
was formally approved by the goS aa an ooeration plan for 
execution then directed. | This by no means proved to be the 
end of 312 plannings it continued threughout the crisis and, 
as deseribed in later secticns of this chapter, eventually 


reacned elaborate lengths. 


101. Concomitant with completion of tha basic 312 plen was 
the updating of substantive operational provisions to reflaoct 
the most recent order-of-battle intelligence, esnecially tha 
new targeting data on tis missile sites, Ulvamately, current 
tergetirg at the time of ixplenenvation was the crucial fascer 
that would devermirs. the scope and characte2s of whate sar 
operations were carried cut. Tne time had now arrived when 
the probatility of amplementation was imminent, Therefore, 
on 18 October, even before the trasic 312 plen had been approved, 
the JCS granted CINCLANT authority to release tne special 
intelligence data acquired from aeriel photoretonaais3ance 
(hitherto extremely clasely held information) for use ar the 
operacing level by tactical planners and aircrews, in order 


that the required targeting migh* be initiated, foncurrerti: 


Or 
Msg, JCS 6765 to CIICLANT (Info CINCAFLANT et al.), 1923562, 
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the plotting of air-strike gortie configurations, scheduling, 
and assignment of preparatory and support responsibilities 


got under way. 


702. Thus by 19 October both tne essential formal and sub- 
stantive bases of the OPLAN 312-62 air-strike plan had been 
taid and approved, There was now a specific reference point 
not only for the preparation of subsidiary and ancillary plans 
but alse, as it scon turned out, for modifications amplifying 
or revising the original. Subsequent internal changes not- 
withstanding, CINCLANT Contingency OPLAN 312-62 remained the 
applicable air-strike plan for the duration of the crisis. 


763. There was, relatively, somewhat less urgency attached 

to tne invasion plans. For one thing, if there 
were to be invasion, it would ba preceded by implementation 
of the air-strike plan ebove, For anotrer, whereas air 
strikes would begin within hours following an execution order, 
the time lag instrangic to an invasion oreretion 28 considcer- 
acly greater; the interval clapsing between execution order 
and actual assault would amount to a grace pericd of at least 
several déeys. Sesides, an approved tnvasion plan already 
existed, CINCLANT Contingency OPLAN 314-61 (Cuba). This 
OPLAN, havever, was shortly to be abandoned in favor of a 
quicker reaction invasion plan, But the process of settling 
upon and obtaining formas approval of a single basie invesicn 
plan was not by any means as clear-cvt as for the air-strike 


plan. Nor was it accomplished nearly as quickly. 


704. The beginning of the crisis had found the U.S. with tio 


Separate contingency invasion plans: OPLAN 314-61, which wags 


cS —_——_ 
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complete and approved, and a quick-reaction version of it, 
(ota 316-61, which was neither complete ner approved. For 
the first ten days of the crisis both the original 314 plan 
and the 316 quick-reaction plan were simultaneously current 
and undergoing parallel development; cfficial references to 
invasion planning during this period usually employed the 
generic term /"314/316 invasion pian." { oraduatiy, however, 
through the course of the first week the 316 plan generally 
came to be understood as the intended Invasion plan and 


ultimately emerged officially as such. 


705, In view of Presidential insistence on minimizing lead 
time, tne (18-daj) reaction time of OPLAN/314-62 biready prac~ 
tically ruled it out ag an invasion plan under the eireumstances,. 
Yet the quick-reaction plan { oFLAN 316-61, J had not attained 
anytning approaching final form. In fact, on the eve of the 
crisis it was still lacking in definition regarding ho quick 
the quick reaction should be. There were seveial tentetive 
versions of it extant, each oriented to different reaction 
times ranging sronf two vo seven days{ and 612 in varying stages 
of developmerit, Tne one based on(Fave-day}tead time was the 
most advenced, Aa the crisis began to materialise or 36 and 
17 October, however, the feasibility of meeting even a(five- 
dat\ reaction time, considering the size of the forces involved 
in relation to the linitations ir availasle τ Τὴ cacebility, 
was ummediabeiy oten to serious cuestion. Shortiy, tne case 
against the (Fave~day] version, already appearing cogent encagh, 


Was ta becora conclusive ineiden ΑἹ io another coisa_dsmacior, 


706. The ecneept of overesions/ of Lhe 316 invasion plan calle) 
fox the airborne phase of the assault (D-aay) to conmencef five 


days arter the order to execute, to te followed two days 1ace)| 


TOF SECPET « 269 « 


CRET 


ror s€crrt 


{Gee., seven days after the orde: to execute, or D+2) by the . 

amphibious assault phase, Nor, in the lisht of growirz appre- 

elation for Cuban defense capability, the two-day spread between 

the two efforts to secure a lodgement on the island seemed a 

possibly risky fragmenting of the total initial assault 

strength; Cuban defensive forces might have tne tactical advan- ᾿ - 
tage of being able to deal individually with each assault phage 
in turn. The airborne increment would be particulariy vii- 
nerable for tne tvo-day period when it alone would bear the 
fuli brunt of Cuban resistance.t sometime late on 17 October 
the JCS therefore decided that plans Should ve available which 
would provide for concerted timing of both assault phases of 
tne operation, The next day, 18 October, the JCS accordingly 
instructed CINCLANT to plan fo." the two assault operations to 
be carried out simultaneously. To accommodate tae new require- 
ment, the JCS were prepared to autnorize extending tne reaction 
tame of OPLAI] 315 under tais expanded concept to seven days -- 


that is, fer D-day to o@ seven days after the orler ta execute. Ἢ 


707, fA fe: nours later (early on 19 October) CINCLANT apprisea | 
his Service component commanders, and CINCSTRIKE es well, of 

the requirement for an expanded concept of OPL/N 316 tn a seven- 
aay version. Hs directed trav plans be prepared aecoraingiy, 
in addition to tue existitg five-day version, so as to proviae 
for simultanecus aiscborwne and ampsibious assault on sne sevent' | 
day after the executicn order to Lmpiement the Invasion plan, | 


He stipulated that tnis seveni-day version was to be completed 


by 27 October.3 Tils expanded concept and extended reaction / ᾿ , 


Toone pe τ᾿ - “. ἷ 
CINCLANT Historical Account of Cuban Crisis - 1965 (}, 29 ! 
Apr 63, TOP SECRET. ᾿ 
“Yo record has ofe1 found of a formal ICS message transmitting i 
taese instructions, but they are referred to in several 


existing documenta. Presumably tney were ccnveyed by secure 
volce telephone directly between principals. 


3msg, CINCLANT to CINCAPLANT, CINCARLANT, CINCLANTFLT, and 
CINCSTRIKE, 19C628Z, Oct 52, TOP SECRET. 
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[Bime were confirmed by CINCLANT on 22 October when he promul- 
gated changes in command relations for CZNCLANT OPLANS.* These 
will be discussed later. 


708. In addition to the technically still current (and pre- 
sumably applicable) OPLAN 314-61, there were now two primary 
versions of 316 plans in process, because the five-day version 
had not been formally and explicitly set aside when the seven- 
day version was introduced,f The final choice of one version 
over the other proved not to be a deliberate decision but 
emerged indirectly over the next few days as an incidental 


by-product of deciding | between invasion plans -- OPLAN 316 


versus 314, 
— 


709. On 24 October, CINCLANT first broached the subject of 
settling upon a single invasion plan. (ie orally proposed to 
the JCS that OPLAN 314 ba Grcrped from further censiderz ution 
in favor of CPLAN 316, preferably in the seven-day version | 
The following day, 25 Octever, ne formally requested the JCS 
to authorize that this be done, [Reasons givan vere that the 
present posture of CINCLANT forces was oriented toward execu- 
tion of OPLAN 316 on the basis of seven-day reaction time. 
Moreover, the seven-day version of 316, in CINCLANT'’s judgment, 
compared favoratly with the 324-61 plan insofar'as concerted 
application of force being brought to bear in the initial 
assault phase was concerned, since il now provide! for simulta- 
neous amphibious and eirborne assaults and included additionel 
infantry battle groups to be alr-landed on D-day. Furthermore, 
complex changes in 316, because of dislocations in ARLANT 
staging bases resulting from changes in the 312 air-~strike 
plan, had been accouplishec, but similar changes for 537} had { 


ial > “ 
Tysg, CINCLANT to CINC+REANT, CINCAFLANT, CINCLANTFLT, et al. 
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[βου yet been made, Finally, CINCTAXT pointed oftt,-the re- 
scheduling of movements involved was very complicated and, 


perforce, different for the two plans. 


710, The fcllowing day, 26 October, the JCS approved CINC- 
LANT's request to abandon further planning and preparation for 
OPLAN 314-61. They directed that, imatead, all efforts should 
be concentrated on OPLAN 316-61. Significantly, however, no 
explicit reference was made as to which reaction-time version 
of OPLAN 316-61 was the one selected,* The ambiguity resulting 
from failure to render a specific ruling on this score at 
that time occasioned considerable confusion over the nex 
two or three days. (This will be discussed later in the 
section of this chapter dealing expressly with the problem 


of reaction times.) 
, 


711,.{ Nevertheless, on the basis of the authorization received 
from JCS, CINCLANT directed cu 31 Octove> tuat OPLAN [14-31 

be suspended, except for those portions wnich wer2 applicable 
to OPLAN 316. Annexes ἢ», ΕΒ, F, I, ὦ, W, and Φ ΟΡ 314 ware 
henceforth to be considered Annexes of 316, waile the re- 
mainder of 314 was to be relegated to "file status,” with 

no further references to 1.3 Late the same day, CIYCLANT 
issued Change No. 5 to OPLAN 316-61, redesigenating 1+ OPLAN 
316-62, in recognition of the extent of modification it nad 
undergone and its new stetus as the current invasion plan. 
The CINCLANT message promulgating the change was repeated to 
various interested headquarters over the succeeding days, 


ultimately being repeated to the JCS on 8 November ] 


oo 
Msg, CINCLANT to CINCARLANT and CINCLANTFLT (Info JS et. al), 
2603302 Oct 62, TOP SECRET, —a 


veg, JOS 7O0C6 to CINCLANT, 2515242, Oat 6, TCP SECRET. 


use, CINCLANT to JCS, CINCARLANT, et al., 3119045, Oct 62, 
TOP SECRET. 


Snag 5 CINCLANT to CINCARLANT, et al., 0100182, Nov 62, TOP 
SECRET. 
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ri. [ame it was not until 26 October that a single basic 
invasion plan was formally deciced uson, ans ne$ *intii 31 
October that CINCLANT Contingency OPLAN 316-62 (Cuba) in the 
seven-day reaction version was established unequivocally as 
the one that would govern in the event of invasion. Hoth the 
316 invasion plan and the 312 air-striie plan, once they were 
approved, remained thereafter the only applicable operation 
plans for Cuba for the duration of the contingency. Through- 
out the crisis, however, these plans contimuously undexwent 
important substantive change, either in the form of revision 
or expension, until well after the military phase was over. | 


713. Cuban contingency planning proved to be one of the major 
preoccupations of the JCS. Therefore, before examining in 
detail the nature of the changes to the plans and tne ICS role 
in making them,’ it is in order first to characterise the 
structure and prowcses that obtained in the Organization of 
tne Joint Chicts of Staff for carrying out the planning func- 
tion in connection with tue Cuban contingeney, A orisf ex- 
planation of the relationship of such plarning to she functions 
of other elements of JCS involved in Cuben crisis activities 


alse 15 indicated. 


C, Τὸ Ξ g-3 CURA PLANNERS 

714, Within the Joint Starr of OJCS the staffing of actions 
pertaining to Cuban contlngency plans continued to be parforned, 
as before the crisis, by a special group, This grouo, hewever, 
Was now a different onz and, as large-scale military prepars- 
tions began to get under way, operated progressively in less 


isolation than its predec:ssor,+ The earlier ad hoc . 


“Nore: The information on whica this description of the Cuban 
Planners is based has been derived primarily from interviews 
with var.ous menbers of the J-3 staff, botn from among the 
Cuban Planners and in other J-3 elements, whose experience 
during the Cuban erisis touched upon the planning matters 
discussed, In addition, the JBS files and other 7.3 records 


have been a source of useful clues. 
1 
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inter-Direotorate Cuba Planning Group (ishe so-called Johnsen 
Group) lost its central position as the overall coordinating 
agency for Cuban planning for JCS, and planning activities 
shifted into somewhat more regular channels of the established 
institutional structure of JCS, largely devolving upon J-3 
(except for UW Plans). Nevertheless, even within J-3 the 
staffing function was discharged by a separate team whose 


exclusive province was Cuban contingency plans. 


715. Τὸ was the Combat Plans Branch of the Orerationc Plana 
Division of J-3, specifically the regional section concerned 
with the Atlantic~Caribbean area, that formed the nucleus of 
the team that assumed primary staff responsibility for Cuban 
contingency planning in JCS. At first only two officers, one 
of wiem had been a key participant in the earlier precrisis 
group, had detailed knowledge of the plans under developnent 
and carried the staffing load. Later two other officers were 
added ta assist them, and togetner the team came ta te known 
a3 8 Cuban Planners. They served as the JCS action officers 
for specific Cuben contingency planning metters, and, as JCcs 
euscodlans of planning information, trey kept plans currently 
posted, provided the planning input for the J-3 NCL, and were 


responsible for glving briefings on contingency plans. 


715. The (ΔῈ Plenaers, cacher tran funetionarg és an  ate- 
gral part of the Combat Plans Branch under the Operatlons 

Plans Divicion, oper@étel indeserdently of fornal orgenizstisnal 
channels directly under the Director, Operetions Directorate 
(7.-3). In fact, during the early transitional peried from 
16 October, when the initial mzlitary reactions to the dis- 
covery of the missiles began to take form, until 21 October, 


when the Joint Battle Starf waa constisuted, the Cuban Planners 
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worked in the immediate offices of the Director (7-3). 

Thla arranvement was partly in the interest of security, but 
was also necessitated by the intimate involvement of the 
Diractor in Cuban planning during the crucial firat days of 
the crisis. 


717. In view of the extreme secrecy that shrouded Cuban 
planning before the crisis, very few individuals in J¢cS had 
been allowed to be privy to planning information. With the 
onset of the crisis, even tighter security restraints were 
applied initially, although inevitably an ever-widening circle 
became cognizant of the plans, in part or in one degree or 
another, because of “need-to-lmow" to cerform other functions 
related to the plans (e.g., status of forces, troop movement 
tables, sea and airlift requirements, etc.}). Then increasingly, 
as the U.S. m3 litary response to the crisis became more overt, 
the security sensitivity was blunted; simultaneously more of 
the JCS staff became involved in activities attecting or 
affacted by the contingency plans. Nevertheless, few of the 
J~3 personnel vho would have a role in the erisis as menbsers 
of the Joint Battle Starf (JES), the MCL Team, the Blockade 
Group, oz in the LANT-CARIB Branch of the Current Onerations 
Division, had anything approaching a comprehensive grasp of 
CINCLANT OPLANS applicable to the crisis until 19 October ac the 
time the Director, J-3, reau in selected individusis, treludaing 
most of the LANT-CARIB Branch and sore of the Current Actions 
Center staff, on the general outline of the poans. Twos re- 
mainder cf t's 04° gcaff tas oriefed, sn sevtevhat greater 


Getail, by the Director the following day, 20 October, 


733, Uhen the Joint Rattle Staff was activated on 21 October, 


moss of ἀῦξ memoers still had little or no familiarity with 
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the Cuban contingency plans. fone of the plarning officers 
with precrisis experience in Cuban plans were assigned to the 
JBS Teams. Instead, the Cuban Planners, as indicated above, 
remained a distinct entity separate from the Joint Battle Staff, 
However, shortly after the JBS was formed, the Cuban Planners 
did transfer the locus of their planning activity from the 
Director's office to the NMCC complex, occupying the Plans 

Plot Room next to the CAC Room where the JES was located. 

The conduct of planning and the GINCLANT Contingency OPLANS 
themselves vere thus in physical proximity to the JBS, per- 


mitting ready access to planning gata as needed. 


113 Throughout the crisis the functional relationship of 
the Cuban Planners to tne JBS was on an informai basis; it 
Tollewed no established procedures. At the time the JES nas 
activated there 'was no systematic briefing of its membership 
at large by the Planners. The Planners did, however, fill in 
tn2 Teem Cniefs on the supstance of tne current plans on δὶ 
Octcber, and the Team Chiefs, in turn, subsequently passed 
much of the information to indivicual members of their respec- 
tive teams as background terms of reference in connection wish 
specific problems. Thereafter, any addltionzl TS inrermtton 
requirements vegarding contingency plans were met by pertonal 


ad hoc requests to the Planners whenever the occasion arose, 


720. The JBS ltself did noc ρου σλοϊραῦθ suvstantively in 
plarning activities, other than pisaing action to Planners. 
Normally, to keep itself apprised of any action taken by JCS 
that might materially affect or alter Cuban plars, she JBS 
had to depend largely on some~back copies of outgoing cCS 
messages, Similarly, if an action bearing upon nlans was 


talon outside JOS, the cHS had resort ta courtesy copies of 
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the information message aoming into JCS, since an advance copy 
or regular hard copy was usually distributed to JBS as a matter 


of routine, 


721. In praotice, there was also an ancillary interpersonal 
exchange of information between interested parties that was 
especially important in cases of actions having serious impact 
on or significantly modifying existing planning provisions. 

In such event the Planners on their own initiative would alert 
not only the responsible JBS members but LANT-CARIS and other 
officers as well, advising them of any changes imminent, in 


process, pending, or completed. 


7oa2. The Cuban Planners were, of course, in a uniquely advan- 
tageous position to rendar this service, As JCS action officers 
for planning matters , the particular Planner involved was re- 
quired to stand by during JCS meetings in the Gold Room whenever 
a planning item was on the agenda for 508 consideraticn, in 
order that he be available to support the action he nad pre-~ 
pared. In the absence of a eystematic debriefing procedure on 
JGS meetings, this action officer proved to be the chief source 
relied upon by other J-3 staff officers to learn what had 
transpired regarding planning at tne JCS meeting. Imperfect 

as the method was, it was the only way of obtaining relatively 
advance warning of decisions nade, issues raised, and new 
requirements laid on that reralved change in tne basic frame 

of reference Por current or cuture orerabions celausd to con- 


tingency plans, 


723. Between the Cuban Flanners and sche LANT-OARIB Branch of 
the Current Operations Division, coordination was, of necessity, 


particularly intimate, but esain informal and interpersonal, 
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Rather than following explicit established procedures, the 
interrelatLonship was largely functilorslly eelf-defined, oy 
virtue of the reciprocal influence of thetr respective activi- 
ties and the aften overlapping nature of their areas of responsi- 
bility. During the crisis, distinguishing between operational 
matters and planning matters was sometimes an arbitrary dis- 
tinction, It followed that a compelling need for exchange of 


information was mutual, 


724, The J-3 Cuban Planners, thus, were the focus of military 
contingency operation planning during the Cuban crisis for the 
JCS, for the Department of Defense, and for the U,S. Government, 
Functioning in a staff capacity, therr role was an instsumental 
one in effecting an accommodation between the contingency plana 
and changing policy, on the one hand, and between contingency 


Plans and changing military canpclliities, on the other, 


DL, CONSOLIDATING THs COMMAID STRUCTIRE 

725. One of the first orders of planning concern was reappraisal 
of comnand relatlons provided tor in contingency plans in tne 
tight of the nature of the crisis. As soon as the full impli- 
cations of the Cuban situation became apparent, it was recog- 
nized that the crisis at hand was nat the localized off-shore 
sontingenrcy on which existing provisions for tactical command 
arrangements nad been predicated, but an amo.vaient one οἵ oc*an- 
tlaliy gtrategic dirensions, Any liniteda war operacions would 
inevitably impinge directly upon generel war consideravions-~ 

not solely by virtue of political context, but because of rhe 
actual presence of deployed Soviet forces and arma in the oo- 
jective area; inescapably, the more serious military conrronta- 
tion was directly with the (SSR, Moreover, aot eniy was ἡ 
Slgaificant portion of territorial CONUS now included within 


the contemplated combat arena, both offensively as an opevational 
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base and defensively as a target, but the sheer magnitude of 
U.S. forces involved in prospective Cuban operations affected 
major CONUS commands, in some cases to the extent that the 
bulk of their available force resources would have to be committed 
in support of Cuban contingency plans. Finally, in view of 

the scope, gravity, and delicacy of the total situation, 

political requirements imposed at the Executive level could be 
expected to demand, to an exacting and intensive degree, a 
precisely controlled, discriminate responsiveness of tactical 


military forces to national decision-making authority. 


725. In the present circumstances neither the classic organi- 
zational device of a provisional task-force command structure, 
nor a simple functional division of operational responsibilities 
according to traditional Service interests, would adequately 
ensure the desired measure of integrated control at the proper 
level. What seemed to be indicated was a centralization of 
control over all forcas participating in contingency operations 
at some common point that would be on a low enough command 
echelon to be tactically effective, yet high enough to be 


directly responsive to seat-of-government direction, 


727, Accordingly, early in the crisis CINCLANT, with at least 
tacit coneurrence of the JCS, began to acquire for himself 
control over contingency planning and operations. But first, 
certain institutional obstacles nad to be overceme. CINCLANT's 
de facto position as a Unified Commander was somewhat ambiguous 
with regard to joint contingency operations, especially during 
the transitional stage from planning to implementation of plans. 
Under the Unified Command Plan his de jure status was identified 
85 that of Unified Commander. In point of fact, however, under 


normal conditions his command, LANTCOM, consisted of naval 
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forces only, with forees of the other two Services to be in- 
eluded “when provided." As yet, CINCLANT had no Alr Force or 
Army forces assigned, nor had activation of a truly joint staff 
fully representing 8232 three Services been authorized for 
LANTCOM headquarters. Thus, although referred to as a Unified 
Commander, CINCLANT'’s situation was in reality analogous to 

ἃ Specified Commander, Actually the Air Force and Army forces 
involved in CINCLANT's contingency plans for Cuba were part 

of STRICOM, under COMPAC/CINCAFSTRIKE and CGCONARC/CINCARSTRIKE, 
respectively, and CINCSTRIKE entertained some expectations of 
himself exercising control of these foreas when committed to 
operations such as those contemplated for Cuba, There were, 
besides, internal difficulties regarding command organization 
within the CINCLANT OPLANS themselves. Beginning on 18 October 
and over the succeeding few days the command ambiguity was 
resolved and deficiencies in the plans rectified by increments 
until the δον centralizat.on of tactical operational 


control τῇ CINCLANT was asoured, 


728, [again priority attention was given to the air-strike 
plan. OPLANS 314-61 and 316-61 already contazn2ad »vrovisions 
delineating command relationships. in detail, altnough these 
Were to undergo radical change shortly. In the case of OPLAN 
312-62, command matters had not received much erphasis beyond 
S®ographical allocation of air-strike targets between the Mavy 
and Air Foree. | Fresumably tne tivo pactacipating Sersice forces 
would operate independently of each others, out who would oe 
the authority to coordinate their resnective efforts, or ta 
adjudicate wherever soheres of functicnal responsibility over- 
iapped (8.8... air cover, deception and evasion, Ssearen and 


rescue), was not clearly defined, indeed, how the cemmander 
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of the Air Force strike element designated in the’ plan (CG, 
19th Alr Force) would relate to the next higher commander -- 

or even identifying that command echelon -- was not specified: 
ostensibly it would not be CJTR-122, 'the prospective invasion 
commander, for OPLAN 312-62, At thie stage none of these . 
command-relations questions were as yet satisfactorily answered 


and codified in 312 pianning provisions. 


729, On 18 October CINCLANT issued in message form Advance 
Change 1 to/ oPLAN 312-62, (containing only part of the entire 
Change 1 that was to be Teaued subsequently. Advance Change 1 
promulgated a wholly new Annex A (Task Organization and Forces) 
for 312, the substance of whicn was as follows: 

a. The joint commander of 811 forces involved in 312-62 
would be CINCLANT himself. 

b. Forees involved in air scrikas on the western haif 
of Cuba would be under the eperational control of CINCAFLANT 
(COMEAC) and would be orgonized into an Air Force Task 
Force commanded by the Cammander, 19th Air Force, Included 
in this Air Force Task Force would be, besides Air Force 
units, one Marine Air Group at Key West and one l"avy Carrier 
Air Group located at Jacksonville/Senford. 

¢. Forces involved in air strikes on tne eastern half 
of Cuba would te under the operational control of CINCLANTELT 
and would be organized into a haval Task Force, the cemmanijer 
of which would be designated by CINCLANTFLT. Included in 
the Naval Task Force would be, besides Navy air units, one 
Marine air Greup 

da. Forces involved jn_the defense of Guantanamo in con- 
nection with lortan 312-62 (would be under tue operetional 


control of COMANTDEFSOM and wrould include the Guantanamo 
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Naval Base forces presently assigned (less Marine Air r 
elements), plus reinforcement forces to consist or [one] 
BLY from CARIB PareRon, fone Marine Infantry Battalion to 
be airlifted from CONUS, and any other Navy or Marine 
augmentation forces that might be provided, 

e. Forces involved in unconventional warfare operations 
in connection with OPLAN 312-62 would be under the opera- 
tional control of the Commander, Joint Unconventional 
Warfare Task Force Atlantic (COMJUWTIFA), wha would be 
directly responsible to ΟΝ λα, ὦ 


730, The following day, 19 October, the ses, although listed 
enly as an information addressee in CINCLANT's message above, 
granted tentative approval of Advance Change 1 for planning 
purposes.” In the interim, on 18 October CINCLANT had forwarded 
to JCS the complete Change 1, accompanied by all of the current 
OPLAN 312-62 to which it applied.? Tate the next day, 19 
Octoner, the JOS formally approved CINCLANT OFLaiN 312-62, 


ineluding Change 1 thereto. ἢ 


731. Up to this time the cperational control of Air Force units 
committed to CINCLANS cantingency plans, as well as of Army 
forces so earmarked, still resided under the jurisdiction of 
CINCSTRIKE, Thus on the morning of 20 October, inmediately 
following JCS formal approval of Change 1, the Chadrman, gos, 
in an “exclusive" message to CICSTRIKE and for similarly 
exclusive information οὗ CINCLANT and each of the Sarvice chiefs, 
alerted relevant key individuals that in the event of U.S. 


—— 
Msg, CINCLANT to CINCAFLANT and COMANTDEFCOM (Info JCS ev al), 
181612Z Oct 62, TOP SECRET, ~~ 

Msg, JCS to GINCLANT, JCS 6785, 1920242 Oct 62, TOP SECRET. 


Sttr, CINCLANT to JCS, 000200/S02 "CINCLANT Contingency OPLAN 
312-62 (Cuba)(S)," 16 Oct 62, TOP SECRET. 
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military action against Cuba the JCS were nrepared to change . 
operational control of the Air Force and Army units included 


under CINCLANT OPLANS from CINCSTRIKE to CINCLANT.+ 


732. Within a few howrs CINCLANT effectively took the first 
step toward activating LANTCOM as a Unified Command headquarters. 
He designated COMfAC and CGUSCONARC as CINCAFLANT and CINCARLANT, 
respectively, to serve as interim Air Force and Army component 
commanders under CINCLANT for contingency planning, while 
CINCLANTFLI' would continue as the naval component commancer 
for both planning and operations. = At the same time CINCLANT 
also took important steps to overcome deficiencies in the pro- 
visions governing cormand relations contained within contingency 
plans. In the process the cnaracter of the planned command 


structure was altered radically. 


733. That part of the former planned organization of forces 
pevbicipatirg im centungency crerations thet cast them arto 
component task forces according to Service was generally re- 
tasnmed:; Commander 19th Air Feree would be commander cf the 
Air Porce Task Force, COMPHIBLANT would be commander of the 
Navy Task Force (COMMAVTASHTOR); and CG MVIII Aarborne Corps 
would be commander of the army Tasik Force. All concerned were 
now advised, however, that during actual cortingency oo rations 
CINCLANT would himself exercise "“operetional ccnmand" of eacn 
Service Task Force through his cespective LANTCOM component 


3 


commander, 


734, Phen CINCLANT spelled out what the operational command 


channels were to be for each of the plans once they were ordered 


Lal 
dase, Jos 6806, CICS to CINCSTRIKE (Irto CINCLANS, CSA, CSar¥, 


GHO, CMC} EYCLUSIVE for Adems, Denrison, 'ineeler, LeMay, 
Anderson, Shoug, from Taylor, 201209Z Oct 62, TOP SECRET. 
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executed, In the conduct of operations incidental to imple- 
mentation of the 312 air-strike plan, CINCLANT designcvad 
CINCAPLANT to exercise operational control of all air untts 
(Air Force, Navy, and Marine) that were assigned targets not 
related to defense of Guantanamo; control of air operations 
comected with defense of Guantanamo would be exereised by 
CINCLANTFLT through COMNAVTASHFOR, In the conduct of operations 
incidential to implementation of the 324-316 invasion plans, 
CINCLANT would exercise operational control of the three Service 
Task Forces directly through the appropriate LANTCOM component 
conmander. Commander Joint Task Force 122 (CITF-122) and the 
JTF headquarters were accordingly to be dissolved and the 
functions of joint commander assumed by CINCLANT himself, The 
earlier provisions for Commander Joint Task Force, Cuba (CJTY- 
Cuba) subsequent to the initial assault, nowever, were to 
remain, excep; for one signzricant enange., It vag CINCARZLAN! 
(CG CONARC) who wes now designated to become CITF-Cuba, when 
directed by CINCLANT, in lieu of the commanJsar of the Army 
Task Force (CG XVIII Airborne Corps) previously designated in 
plans ,* This last item reflected Department of Army proposals 
nominating CG CONARC/CTNCARLANT to be CJTF-Cuba going bacl« to 
16 October.” The new command role ef CG CONARC, however, 
proved to be ghort-lived and, as discussed later, soon was 


rescinded. 


735. Another aspect of command arrangements that also had to 
be considered was the relationshio to each oliner of command 
structures under the respective plans. Since the insasion 


plan, if implemented, would be preceded by the alrc-strike plan 
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(although it was by no means inevitable that invasion follow 
the air strikes), there would be a period of overlap while 
agsault operaticns were in the process of being mounted, 
(Sructawe ruled that, should invasion have been decided upon, 
during the transition from the air-strike plan to the invasion 
plan the conmand and control arrangements provided for in the 
314-316 plan would become effective 24 hours prior to D-day 
of the invasion assault, When the seven-day reaction time 
wag finally set for the 316 plan (see section below dealing 
with reaction times), this meant that CINCLANT would declares 
tau2 316 command arrangements in effect six days after the 


beginning of the execution of OPLAN 312 air strikes, 


736. Thus CINCLANT set the etage for considerable tightening 
and consolidation of the planned ccmmand arrangements in the 
event Cuban contingency operations were executed. Occupying 
the apex of the projected tactical command structt're would be 
CINCLANT, witn 1ommediate control over the conduct of 411 stages 


of those operations. 


737. By this time (20 Octoser), hovever, contingency prepara- 
tiong were beginning to pass beyond mere planning and were 
entering into a proto-operational phase, Althcush contingency 
planning went on at en increasingly intensive »ace. 12 corromits 
need for acte-ring meximun “eadiness posture to exscute che 
Plans if ordered rasulted in the forces associated with contin- 
Zency plans being operatzronally affeetag. Soon tna alerting 
and movement of units, prepositioning of equipment and supplies, 
and forward deployment of strike forces to advance steging areas 


or to actual hases of tactical employment would amount ta partial 
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implementation of contingency plans. In fact, the acope and 
complexity of operational activity reached such a point by 

21 Getober that activation of a Joint Eattle Stafr {JBS) in 
JCS was warranted, and, although not offictally established 


until 22 October, it began functioning that same day. 
Ν 


738, At this juncture and in the light of the course that 
developments were already taking, the JCS decided to accede 
to the dictates of the situation by vesting in CINCLANT actual 
operational control over forces ineluded under Cuban contingency 
plans, in addition to control over contingency planning for 
future employment of those forces, Late on 21 October the 508 
Girected CINCSTRIKE to transfer to the temporary operational 
control of CINCLANT 411 Air Force and Army Forees under CIN’. 
STRIZE's control tna were assigned to oxNorAN® /OPLANS 312-62, 
314-61, and 316- 61 3 Whereupon CINCLANT, in turn, directed 
his component ccmmancders, CINCAFLANT and CINCARLAFT, to assume? 
temporary opérational control, respactively, of CLICSTRIIE's 


Air Force and Army forces sarmarked for Cuban contingsney plans 2 


739. CINCLANT thereoy gained the full operational status and 
command capacity of a Unified Commander far bouh planning are 
control of forces, whereas CINCSTNIKE had been excluded from 
any direct role in tae commend and contro: system o@ricg upsa 
present or planned U.S, acticns addressed to Cuba. This was to 
remain CINCLANT's "asic external commend context for plannad 


contingency onverattons fer tne duration of the crisis. 
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70. {A somewhat analogous apisede touching upon CINCLANT~ 
CINCSTRIKE command roles, one triggered by the Cuban crisis 
but only marginally related, occurred a few days later. On 
28 October the JCS, reacting to signs of possible resurgence 
of the dormant Congo situation, proposed to CINCLANT that, as 
a precautionary move, responsibility for Africa south of tne 
Sahara, an area encompassed within the geographical boundaries 
allocated to LANTCOM, be temporarily tranaferred to CINCSTRIKE 
to relieve CINCLANT while under the pressure of Cuban require- 
ments .* CINCLANT's reply the next day was “strongly disagree 
with proposal..." Admitting that he was using the members of 
JTF-4 (CINCLANT's Africa planners) to augment his Cuban staff, 
he requested additional personnel to replace them in order 
that he might then reconstitute the original JTF-4 with the 
same experienced officers. No decision was immediately forth- 
coming and eventually the issue itself was overtaken by events, 
but CINCLANT did retain intact his collateral african comaard 
responsiballizes descite the cemands of the Cuban crisis. 


T41, Ho sooner were these institutional changes bearing unon 
CINCLANT's external command relaticnships completed than CTINCLANT 
put into effect the tnternal changes in plaaned tactical command 
for Lnvasion operations in accordance with ais announeoment af 
20 Octooer, Ge will be recalled that CINCLANT hed already 
effectively mace orovistons for himeslf +o exercise over: tional: 
eontrol of OPLAN 312 forces, primarily through his Air Force 
comsonent commander, CIiCAFLANT, Over the next two cays, con- 
sistent with the vattern for the air-strike plan, a similar 
centralization of tactical cantral over invasilor operations was 


applied to OPLANS 314-316. 


μας, ICS 7057 to CINCLANT, 2816252 065 62, TOP SECPIT. 
2usg, CINCLAUT to σοξ, 2919185 Oct 62, TOP SECRET. 
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The. on the evening of 22 Octobe~, CINCLANT, in his new cana~ 
city as a full-fledged Unified Commander, formally promulgated 
the new command structure for invasion operations thet had been 
outlined two days earlier. He disestablished CJTF-122 and 
himself assumed the functions of joint pgommander stipulating 
that except for dissolution of the subordinate JTF command 
the substantive provisions of current CJTF-1L22 contingency 
Plans were otherwise to remain in effect, Paralleling his 
role for the implementation of OPLAN 312, che specified that 
he would exercise operational control over all forces involved 
in/optans 314-316 (through his Service component commanders 
(CINCAPLANT, CINGLANTFLE, CINCARLANT), plus COMJOWIFA and the 
existing LANTCOM subordinate commander COMANTDEFCON, This 
categorical provision, however, was not without an element 
of ambiguity, as, will be seen shortly. Although the interme~ 
diary Joint ccnmand echelon rénresented by COPF-122 had been 
Sliminated, the standing provisions for a subordinate joint 
sommand subsequent to tre initial assault were retained, wita 
CdJiF-Cuba to be established and forces assigned when directed 
py CINCLAIT. But here the previous amendment regerding CdTF- 
Cuba contained in CINCLANT's message of 20 OctoLer naming 
CINCARLANT/CG CONARC to be CJTF-Cuba (vice CG XVIIT Airborne 
Corps) was again modified, changing back to the original ar- 
pangements. Instead of CINCARLANT, CG KVIITi Airborne Corps 
Wag redesignated to be CoT¥-Cube, to exercise oaperationa? 
control over all land forees (Army and Ilarine) during the posz- 
assault phase of ground operaticns until the invasion missicn 
Wag accomplished. CG XVIIL Aitroorne Corps ag CJTF-Cuba would 


report directly to στ ΓΑΙ -- not through CLNCARLANT.+ 


743, The Last point regarding who was to be CJTF~Cuba and 


under whom he would operate in that capacity apparently raised 


Cc . ς΄ 
Msg, CINCLANT to CINCARLANT, CINCAFLANT, CINCLANTFLT, COMANT~ 
DEFCOM, COMIJUWTFA, and CINGSTRIKS (info JCS et al.), 22232282 
Oct 62, TOP SECRET. — 
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some query, for in less than two hours CINCLANT, ‘in another 
message addressed directly to JCS and pertaining to this subject 
exclusively, ralterated these provisions regarding CJTF-Cupa: 
CG XVIII Airborne Corps would be CoTF-Cuba in lieu of CINCAR- 
LANE and would operate directly under CINCLANT.? From all 
indications CINCLANT was not overruled and his planned command 


arrangements for CJTF-Cuba were retained. 


744, Sometime shortly thereafter CINCLANT further amended 
command arrangements with significant effect on the role of 
CINCARLANT/CG CONARC, During implementation of 314~316 the 
forces involved were still to be organized into three task 
forces according to Service. For the assault phase of in- 
plementation, the commanders of the Navy Taske Force and Al> 
Foree Task Foree were placed under CINCLANTFSLT and CINCAFLANT, 
respectively; the commander of the Army Task Force, however, 
was placed directly under CINCLAIT, re.her nan under ΟἸΝΟΣ1.- 
LANT. For the postassault pnase, the three Service Task 
Forces were placed under CJTF-Cuba (CO XVIII firborne Corns), 


who, as indicated earliler, would be directly under CINCLANT. 


745 It will be noted that CINCARLAYI/cG@ CONARC, although 
a@llocaved a role in CINGLANT's contingency planning, bad been 
excluded from the operational command structure for implementing 
of plans, bath during the assault end postassault phasea, 
Instead, CG XVIII Airbcone Corps occupied the renking army 
position under CINCLANT. Τὴ this sense the ssatus of CLINCAPLadT/ 
CG COMARG was an anomaly, inasmuch 4s his other Service com- 
ponent counterparts, CINCAFLANT/COMTA? and CINCLANPFLT, did 
have a command role assigned for operazvions, soti{ under OPLAI 


312 and tne assault phese of 318-526. 


ce 
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7u6. The next day, 23 October, CINCLANT reqniested JCS authori- 


᾿ 


zation to activate JUVTFA as provided for in Annex ¥ to/oPLaNs 
314~316. hs aay later, as sacn as the request was approved 
by JCS,° sUWTRA was established under CINCLANT, with an Army 


tia Jor general appointed to be its commander. = 


747. Thus by 24 October CINCLANT had firmly centralized in 
himself, as a Unified Commander directly under JCS, control 
over contingency planning, control over the actual roraes 
preparing to implement those plans, and control over tactical 
operations when plans would be executed. The diagrams presented 
in Figures 4, 5, 6, and 7 show how the basic command structure 
waa now organized. It so renained, except for minor modifica~ 
tions, thereafter. Funationally, however, there was consider- 
able deviation from the formal scheme of command relationships 
in the hectic pnoto-operaticnal activities attending Service 
preparations to carry out Service tasls crranic to vhe CINIIANT 
mission, Morecver, this centralization of controi itself? 


ereated serious staffing problems for CINCLANT, 


Ἐς LAaNTCOM HEADQUARTERS sine ORGANIZATION 

748. As early as 18 October difficulties nad begun tn be 
encountered withinf LANTCOM neadquamters in givirg practical 
form to the means ‘and methods for exercising this consolida- 
tion of authority. In specific terms of organization and 
procedures, conerete statf arrangements were lacking to supsert 
adequately the greatly expanded command responsibiilties. 
Simultaneously with the reorganizing of command relations, 
therefore, equally typortant changes in ¢etafrf ecaaposician and 


structure were occurring. 


lyse, CINCLANT to TOS, 2320382 Oct 62, TOD SEUIOT, 

2 

Msg, JCS 6943, ta CINCLANT, 2417522 Oct 62, TOP SECRET, 
3 

Msg, CINCLANT to JCS et ci., 2422462 det 62, TOP SECRET. 


TOP_SEGR&ET - 200 - 


oO 
S 
τ 
4 
Lo) 


¥ Ξϑ 5 ΟΊΟΝΞΒ 
Ῥ JUNO 


CINCARLANT 
(CG CONARC) 


Gen. Powall 


FIGURE 4 


CINCLANT 
Adm. Dennison 


CINCLANTFLT 


Adn. Dennison 


CINCAFLANT 
{COMTAC) 


Gen. Sweeney 


Command Relations during Planning for CINCLANT OPLANS 312/314/316 


COMIJIUWTFA 
Maj. Gen, Yarborough 


oO 
> 
=} 
ω 


Υ 3) ΟἿΌΝ 
τ 3809: 


PrEdm [HS 


Jcs 


CINCLANT 
Adm. Dennison 


CINCAT LANT COMANTDEFCOM 
(COMIAC) CINCLANTFLT COMJUWTFA 


Adm. Dennison μαι. Gen. Yarborough ΒΕ. Adm. Smith 


Gen. Sweeney 


COM 19TH AF ! COMNAVTE 
Ma. Gen. Preston V.Adm Rivero 


COMNAVBASE GUANTANAMO 
R Adm. O'Donnell 


FIGURE 5. Command Relations dumng tmplementation of CINCLANT OPLAN 312-62 


o 
Fel 
> 
a] 
ω 


¥ 3 ΠΡΟΊΟΝΜΞ 
9 BNO 


CINCLANT 
Adm. Dennison 


CINCAFLANT 
(COMTAC) 


Gen. Sweeney 


COM ARMY TF 
(CG XVII ABN CORPS) 
Lt. Gen. Howze 


COMIJUWTFA 
Maj. Gen. Yarborough 


CINCLANTFLT 
Adm. Denntson 


COMNAVTF 
(COMPHIBLANT)} 
V Adm. Rivero 


COM AF TF 
(COM 19TH AF) 
Maj. Gen. Preston 


FIGURE 6 Command Relations during Implementation of the Assault Phase 
of OPLANS 314/316 


at 


9 
> 
wn 
~i 
a 


¥ ΞΠΞΟΊΟΝΞΒ 
ἐ 380,92 


CINCLANT 
Adm. Dennison 


CJTF-CUBA 
(CG XVUtEABN CORPS) | 


Lr. Gen. Howze 


COM AF TF 
(CCM 19TH AF) 


Ma, Gen. Preston 


COM ARMY TF 
| (CG XVI ABN CORPS} 


lt Gen. Howze 


COMNAVTF 
(COMPHIBLANT } 


V Adm. Rivero 


COMIJUWTFA 


FIGURE 7 Command Relations during Implementation of the Pastassoult Phase 
of OPLAN 314/316 


May. Gen. Yarborough | 


meet ERP 


SECRET 
TOP SECRET ey 
749, Normally only a small, token representation of Army and 

Air Foree officers are on duty with the LANTCOM staff. It 
consists predominantly of Navy officers, and the same staff 
serves both LANTCOM and LANTFLT headquarters more or 1658 
interchangeably} organizationally and functionally the two 
agtaff capacities are indistinguishable. By 18 october the 
press of burgeoning Cuban activity made it apparent that the 
LANTCOM staff would have to be augmented, At the same time 
CINCLANT desired to keap separate these specifically Cuban 
contingency matters from his general war mission, expressly 
by maintaining a clear ataff distinction between them. An 
immediate ready source of such augmentation for contingency 
staffing, and one that would not be at the expense of general 
war staffing, was conveniently at hand in the form of CINC- 
LANT's Joint Task Force-4 (att), (2 special planning head- 
quarters for operations in Africa south of the Sahara, a 
region also included within the geographical boundaries of 
the LANTCOM area, ] On 19 October, therefore, CINCLANT relieved 
the Army lieutenant general who was the incumbent CoTF-4 and 
requested CGUSCONARC to assign! him as LANTCOM Deputy Chief 

of Staff for Cuban planning and aperations. He uas so 


1 
. assigned the next day, 20 October,” 


750 Meanwhile CINCLANT decided to go further in codifying 
along more institutional lines thé desired distinction between 
eantingency staffing and general sar staffing, Tne follawirg 
day, 21 October, he created a wholly separate staff exclusively 


concerned with Cuban matters, 2nd named the fermer CTF-4 tos 


Cc 
This description of LANTCOM headquarters igs based on in- 
formation contained in "CINCLANT Historical Account of Cuban 
Crisis-1962 (U),” 29 Apr 63, TOP SECRET, as ‘amplified 
through interviews with J-3 ataff officers familiar with 
CINCLANT organization and operations during the crisis. 
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head it as CINCLANT Chief ἐς Starr for Cuban contingency 
operations, To man the new Contingency Staff, persoricl 

Were drawn larialy from the JTF-4 staff, others obtained by 
absorbing the nucleus staff of the disaolved JTF-122, and 
Some borrowed from the regular CLIUCLANT/CINCLANTFLT staff. 
Leter, additionel personnel were made available by CINCSTRIKE, 
COUSCONARC, COMPAC, and by the Service Departments At its 
peak this CINCLANT Cuban Contingency Staff numbered 113 
officers and 69 enlisted men. 


751, Since the regular CINCLANT/CINCLANTFLE staff was retained, 
establishment of the ad hoc Contingency Staff resulted in 
tye independent CINCLANT staffs at the same time on the sane 
echelon, The Cuban starr Was responsible for everything 
related to) OPLANS 312-314-316; (the regular staff was charged 
with all other CINCLANT responsibilities not directly connected 
vith Cuban erlisis opsrations, Of thd letter, the on-going 


gens 


3 


81 ἡδὺν missicr of the cornmend walighca especially seuse 
in view of the imminent danger that the contingency might 
escalate. Accordingly, two War Rooms were maintained in 


CINCLANT headquarters, onc for each staff. 


752 A Contingency Battle Staff was activated for the War 
Room cf the Contingency Staff, becoming operational at o80a 
hours, 22 October. Chasged with steffing all LANTCGOM Unirlec 
Coumand actions relatiae to} OPLANS 272-524-316, tts role, 425 
originally conceived, tas twofold: to be a primary action 
agency, and to perform the more conventional battle etar? 
support services of monitoring and information processing. 


it was organized on a tnroe-section basis, with 20 officers 


per section, in order to orsrate avounu .ne clock. A Zooma’ 
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battle staff as such was not activated for the War Room of 

the regular CINCLANT/CINCLANTFLE staff, but augmented watches 
were kept on duty there in order also to provide @4-hour cover- 
age. Very quiclly, however, the concept of two separate 
CINCLANT staffs, each with its respective War Room and Pattle 
Staff or watch, was abandoned de facto. Logical enough in 

the abstract, the arrangement proved not to work out well in 
Practice; aperationally, the theoretical distinction between 
Cuban contingency matters and general war matters was not as 
clear-cut as had been assumed, Instead, tha staff functions 
relating to tae two areas of activity imoinged upon each 

other substantively and were inextricably intertwined pro- 
cedurally. After an initial period marked by considerable 
confusion, an informal modus operandi soon emerged. The 
regular CINGLANT/CINCLANTFLT staff assumed action reaponsi- 
bility for contingency matters, while the Contingency Staff, 
bo ali effects and autposes, gradually merged with the reevler 
Statf. AS a result, the Contingency Battie Starr loss its 
"action" pole, reverting to the monitoring/information-supnort 


role of a conventional battle scarf. 


753. Faralleling the 581 ΣΌΣ policy in the Joint Staff or 
ΠΟΘ, information pestauning to the Cuban crisls was extremely 
elosely held at LAiTcom hecdntazters, S¢iGgative tauvellizencs 
and reconnaissance data, or information referring toa déczsiors 
regarding U.5. courses of action, were disclosed to very Fe! 
individuals on either cf the two CINCIANT staffs, arc only on 
an austere naec-es-lnow basis, Crucial items of sues navure 
were frequently conveyed exclusively on direct line ox command 
vetween princso0als, @ δι, Chairman, JCS (or Director Joint 


Staff} and CINCLANT personatly, wichout staff members bezng 
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privy to what transpired. This sicuation of restricted 
information flow was especlally acute in the first week of 

the crisis, Presumably, from a working starf point of view 
tha effect was to compound further the difficulty of providing 
stacfing support for CINCLANT actions. 


754, During its exiatence the Contingency Battle Staff had 
relatively little interaction with the JCS Cuban Joint Battle 
Staff. When Joint Battle Staff members had occasion to 
contact LANTCOM headquarters, they usually dealt with the 
regular CINCLANE/CTHCLANTFLT staff. Similarly, members of 
the JCS Joint Steff, and particularly J-3 action officers, 
commnicacad directly with their counterparts on the regular 
CINCLANT staff. As in the case of the JCS Jolnt Eattle 
Staff. the CINCLANT Contingency Battle Steff had no role in the 
Gevelopment of contingency plans. The planning function 
was performed by 8 special group apart fron tne CINCLANT 


Contingency Staff and tne regular CI ICLANT,CINCLANIFLT Geoafz, 


755. Through the month of Nevember, ag the *ntensiv; of 
ertsis events subsided -- and in view of ita already greatly 
cLreumseribed mission -- CTUCLA:T's Contingency 3attle Starr 
was progressively reduced tn sige until finally disestablisncs 
on 3 December. Shortly thereafter the entire CINCLANT Cuban 
Contingency Staff Ltself, witch for sove tire ned existed 
only pro forma, wes officially dissolved and tne LANTCOM 
headquarters organization returned to its normal precrisis 


configuration, 


F, REFRACTING THE AITR-STRUZ PLAN INTO DISCRETE OPTIONS 
756. While the centralized command structure was in the pro- 
cess of crystallizing, there began a series of sneciallzed 


refinements of the als-strike plan, each constituting in its 
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ae 


awn right a specific sutuplan embraced by the overall 312 
plan. Together they represented the range of predetermined 
alternatives, in terms of incremental options, that could 
be selectively implemented for a controlled, discriminate 
application of force as desired. Besides being systemati- 
e@lly arranged in aseending order of magnitude, their indi- 
vidual parameters were further codified according to types 
of targets and reaction-time criteria. Ultimately there 
were six of these special subplans of CINCLANT OPLAN 312-62. 
All of them came into being as a result of Presidential 


command and control requirements. 


757 The first of tnese special subplans of OPLAN 312 ta 

be developed was a selective revaltatory air-strike plan 

Its purpose tas to provide for a limited reaction in order 
ta achieve a limited objective, namely, in the event a U.S. 
reconnaissance aircrafts wes snot down, +o Giscourage any 
repeyition of sucn acts. wish svepped-up aerial reconnais- 
sance (both high altitude and low-altitude) now brelnz openl;: 
conducted over Cuba, ἃ Gelicave problci hat arisen. Pos tue 
U.S., reconnaissance was crucial, it was the key to fuburs 
national decisions in tne crisis, and the Presider.t waa 
therefore determined that it be allowed to continue wicacut 
obstruction Serious concern vas feit, nexever, Lest mount- 
ang Cuban objections sc these averflignts nitnerto confines 
to outraged protests, go beyon: threats to impulsive acts 
againes U.S. aircraft involved. Cpresence of the sophast.cabed 
SA-2 weapon system oroviged tne Cubans with the wherewithad 
and her? 18 where sensitt7e volicy considerations entered 
inte what Was cthervise a tactical issue, for the SAM sites 
where manned, at least in part, by Soviet personnels Never - 


theless, it was apparently Gecaiced that since the pu~ pose was | 
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[‘Gemonstration of intent as much as punitive reprisal, re- e 
taliatory action of the appropriate degree of emphasis under 


the circumstances should be addressed to the SAM sites. | 


T58fjSome ture on the 22nd or shortly thereafter a general 
requ. ent was accordingly placed on CINCLANT to be prepared 
to take appropriate retaliatory measures againat S4M sites 
in the event that U.S. reconnaissance aircraft were dastroyed. 
How or when this directive was conveyed ts not mown, but 
explicit terms of reference seem not to have beon provided 
at the time. On the contrary, the detatled substance of 
what had actually been planned was provided to JCS and the 
White House considerably after the fact, almost as an after- 


thonght. 


759. /The earliest record of the retaliatory air-strike plan 
Was 23 October. On that date CINCAPLANT promulgated in 
message form a special operction clan, nickrared "FIG HOs=", 
for the selective cir destruction of cle or mor? CAM s.tes 
in response to Cuoan forces snooting down U.S. reconnaissance 
aircraft, The plan provided for a separate tisk force over 
and above those forces alrcedy ccmmitted to rhe regulac OPLAN 
312 air strike; it epecified chat 16 additsonal F-1¢0 aircrafe 
would bé maintained on alert readiness status so #s to re 

“adrborne ro laver Shan 30 minutes after the crder to execrvte 

FIRES 0SS. Included were tacarical overational instructions 
regarding the armament to oe empisyed and how tne atteck wes 

to be carried out. As to targeting, three SAM sites were 

named, one (or more) ef whicn would be selected at the time 


of execution. 


BE CINCAPLANT to lst AD and &79 TSW ADVON, 2317. 22 Oct 6a “ 
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760. ΟΥΝΟΙΑΝΤ had received an infosmation copy ‘of the 
original message promulgating FIAG HOSE, woich was then 
repeated by CINCLANE to CGINCSAG, and others, at 2202 (local 
time} on 24 october. Not wntil the evening of 27 October 
did CINCLANT repeat it to JCS. A few hours later, at 0143 
on 28 October, the NMCC in turn repeated it to the White 
House. In the interim, at approximately 2209 on 27 October, 
CINCAFLANT himself had forwarded the details of the special 
PIRE HOSE plan in two other messages addressed directly to 
505. 


161. ke Was on 27 October that a U-2 aircraft was actually 
lost over Cuba andi low-level reconnaissance flights encountered 


8 The’ fate of the missing plane, however, was 


ground fire. 
not known immediately, and by the time the fact that it had 
indeed been ghot down Was established, too long an wntervel 
had elapsed for U.S, reaction to appear unequivocally as 

retaliation in response to the specific Cusen act. Besides, 
other circumstances militating egainst any such use ef fore. 


had interjected themselves in the meanwhile, As a result, 


planned retaliatory mea.ures Were not implemented αὖ the tame] / 


762, (Beapste the promulgation of FIRE HOSE, the issv.e of 
what the U.S, reaction should be if a reconnaissance atrerart 
Were destroyed Ἦν Cuban forces preocevplec the Presid nt, 
the E.cecutive Committee c2 the NSC, the Secretary of Defense, 


and tne JCS for the next monta, | 


763. (Shortiy after the epoearance cf FIRE HOSE. a finer 


distinction was made in the degree of retaliacory ectior 


+ 


I - = ; 
Msgs, CiUCAPLINT to JCS, ἘΘ 5.2 and 28cC154z, oct 62, 
TOP SECRET. 
“USAF Hq Historical Division Liaison Office, "Headquarters 
AF Chronology of the (san Crisis for the Pectod 27 Ocr= 
Ὁ Nov 62,” TOP SECRIT, 
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(ve taken, frre HOSE became rastricted to a reprisal air ’ 
strike on a single SA-@ site, with the reaction time specified 

as two hours, while a new option was developed by CINCAFLANT 

on 25 October to provide for air strikes against all SAM 

sites. This latter subplan of 312, also cailing for a 

two-hour reaction time, later came to be identified by the 
nickname FULL nouse.*) | 


764, Gontre subplan was added on 28 October. CINCLANT, 

in issuing another formal change to OPLAN 3124-62, divided 

the air-strike plan into three different categories of action 
in ascending arder of magnitude, Category I included FIRE 
HOS® and FULL HOUSE, providing for selective dest=.ction of 
fron oné to a11 SAM sites, and called for a readiness posture 
based on two-hour reaction time. Category II was a new sub- 
plan nicknamed SHOE BLACK, valen applied to a wicer range of 
tarzetsa, out still selectively; SHO BLACK provided fer air 
strikes egaingt a single targot.or multiple targets grouped 

by type (SAM sites, airfle’jo, missile complexes, and cemaat 
air patrols), with a readiness posture based cn from tvo-hour 
to six-hour reaction tite dapending on scale of cperat-_ons 
directed. Category III, identified as SCATSARDS, wes the 
execution of the full OPLAN 312, with a readiness posture 
based on 8 reaction time to ccnmence air strises in less thar 
12 heurs after the execution order; Icter the ec’? word desiz- 
nation RED ΒΓΕ was aoplied to rhe total 312 olan. CINCS FLAUNT 
was named to be target coordinacor fer αἱ forces involved in 


air-strike cperations under essen of the three categcries 


I - μ᾿ π 
CS 2304/33, 25 Oct 62, TOP SESRET. 
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®usg, CINCLANT to CINCASLANT et a1. (Info 08), wSC9céz 
ov 62, TOP SECRET. 
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765 {Ghe reaction time specified by CINCLANT for SHOE BLACK 
occasioned a demurer from JCS a week later. Discussion of 
this problem is deferred to a following section dealing 
generally with planned reaction times. 


766. {The existence of retaliation plans expressly oriented 

to such an eventuality notwithstanding, when the U-2 recon- 
naissance plane was shot down over Cuba on 27 October none 

of the plans were ordered executed, For one thing, the facts 
surrounding the incident wera not lmown for some time; for 
another, on the heels of the ineident new political ccnsidc.a- 
tions connecved with the Soviet agreement to dismantle the 
missile bases, followed by the U.S. decision to suspend 

aeriel reconnaissance and lift the quarantine during U.N. 
Seeratary General Ὁ Thant's missicn to Cuba, largely precluded 
any wilitary action being initiated then. Nevertheless, 
when recomaissance was resumed the same questions regardiag 
renéal/abion still eonfeented U.S. ducisiuu makers, paraacs 


now 85 an even more complex policy issue. | 


76 [on 6 November, ab a meeting of the Executive Committee 
of the National Security CounciJ, the President rcequested ccn- 
ments on what course of action should be taken in the event 
that U.S reconnaissance aircraft were either fired .tpon or 
shot down over Cube. The tro tventualities veirg pra Sectedc 
were no longer nypet 2tical, ctaev were identicad "Δα atas 
had already papoened when the U-2 plane was shot dow and + ὁ 
other U.S. atreraft were fired voon The JCS, charged wich 
generating the military views on the policy issues involve, 
immediately cook the prabl.m uncer Yorral consideration. in 
tne process they produced a JCS "Green” on the rroolem chat 
culmirated the next day in a menorandum from the Cnoairman, 


JCS, to the Secretary of nefense,_} 


pie 2304/96, 6 Nov 62, TOP secrary το 
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768. [G response to the President's request the JCS, in 
8. memorandum on 7 November to the Secretary of Defense, 
recommended that: 

8. If the incident were judged to be an isolated one, 
the U.S. should take limited retaliatory action against 
the specific offending Cuban facility (weapons, weapons 
site, or airfield) responsible for the attacie, 

Ὦ,. If the incident were judged to be evidence of delib- 
e.ate intent on the part of Cuban authorities to resist 
survelllance, the U.S. reaction should be full-seale air 
surikes on all airfields and air-defense weapons systems 
an Cuba, with consideration also given to including IL-29's 
aud the instituting of a complete blockade of Cuba, 

The JCS summed up their position on the matter with emphasis, 


stating "There Js no question in cur minds . . that if the 


oon author.ties demonstrace an anteantion to res.ot cur 


oves-flights we must react promptly against t-e entire air 


défense systen. | / 


TES. The introduction by the JCS of the somewhat irrelevant 


aed 


issue of the IL-28's (considering the restricted context 


of the snecific problem belng addressed) refiected the serious 


military concern with this remaining Cuban offensive capability, 


Since tne strategic missile threat by now nad been removed. 
Tt svoved to te the motivation for developing yet enobner 


subplan under OPLAN 322. Next morning (8 Novemoer}, follow- 


ing the memorandum Lo the Secretary of Defense, the Chairman, 


JCS, directed CINCLANT, via KY-9 secure telephone, to orenare 


8 concept of operations for cestruction of the [L-29 azrer-ft 


serve cat 


in Cuba by selective and discriminate οὐχ! asva@cit. CHUTE, ἃ} 


τ----------ςςςς---ςςς-- 
16 CJCS to SecDef, JCSM-6872-62, "Recommended US Reacti 
Ὁ Hostile Attack on US. Reconnaissance Aircraft over Cuba,” 


Nov 62, TOP SECRE". 
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responding that same afternoon, submitted an outiine plan, ἢ 
Δ 


7, 


designating the operation by the code name HOT PLATE. 


770. At the same time CINCLANT had, in turn, instructed 
GINCAFLANT to prepare an appropriate detailed operation plan 
for carrying out HOT PLATZ. <A day later, on 9 November, 
CINCAFLANT completed a special plan, identified as Operation 
HOT PLATE, as a subplan under OPLAN 312 and utilizing the 
forces assigned therein. It provided for destruction by 
air strikes of all IL-28's on Cuban airfields and at assembly 
bases; AFLANT forces were to attacle those in the area of San 
Julian and Naval air of TF-135, those at Holguin. Spelled 
out “n detail ware task responsibilities, command relations, 
forces, missicns, objectives, rules of engagereant, ard execv- 


tion instructions. 


+ 
770 «Upseu i+~ being informally concurred in ty 41° JaLat Scarf 
of Jj & ano coordinated with other inveresveg asencet2s, CINCLAIL 
formally promulgated tne special plan for Operation HOT PLATE 
3 


on 19 November, 


772. Finally, at the end of the month she last of the sub- 
plans covering selective options undec OPLAN 312 anpeared. 

Tt toa reflected the strong position taken by JCS regarding 
possible Cuban anterference with reconnaissance, :hich had 
been expressed cn 7 November in response te the Presidents's 
request for comments, The JCS accordingly laid on a planning 
requirement for CINCLANT., Cn 29 Noventver CTICLANT directea 


CINCAFLANT t2 vrrepare a spectel snéeratior olan, ta te tdent+fied 


co 
Msg, CINCLANT to JCS (to DJS for C&CS), C81954Z, αν 62. 
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[es ROYAL PLUSH, for air strikes against all Cuban air defenses. 
This oneration was to amount to the first two waves of the 
first strike of OPLAN 312. The next day, 30 November, CINCAFLANT 
Promulgated special subplan ROYAL FLUSH, as Interim Change 
No. 37 to CINCAFLANT OPLAN 312-62, to provide for the required 
delective option whder CINCLANT OPLAN 312. The planned Rovel 
LUSH operation would consist of similteneoug air atrikes 
against primary elements of the Cuban air defense system 
(radar, SA-2 sites, antiaircrafc, airfields, and combat 
fighter aircraft in the air), and would comprise the first 


tyo waves of the first strike under the full OPLAN gi2,* 


773. The gamut of separate options of OPLAN 312 thus ultinately 
numb vad six, eacn codifled into its own respective subplan. 
ΤῊ generally ascending order of magnitude, these ran as follotys: 
a. FIRE HOSE ~ single SAM site. 
Ὁ. sULL 1OUSE - all SAM sites. 
6. SHOD SLAC - selected target conmples.s. 
ἃ, dOT PLATE - all IL-28 aireraft and assemoly bases, 
Ε. ROYAL FLUSH - ali air sefense capability. 


f. RED CLUFF - total OPLAN 312 air strl«es 


774. A somewhat related special plan, though not actually 

& subplan of OPLEN 312, wes alsc developed. This vlan was 

an outgrowth of the failure to learn promptiy what nad happened 
When Lne U-2 plane was snot down on 27 October: pollowning tle 
ineident, CINCLANT, ac tne behest of tue JCS, had instructed 
CINCAFLANT to prepare a plan for systematic air search opera~ 
tions, accompanied by armed escorting aircraft, in the event 


8. reconnaissance plana were missing. The received plan, | 


oe 
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(ntoimamed GREY WCLF, was produced as CINCAFLANT OP ORDER No 
186-62. GREY WOLF was approved by CINCLANT on 8 Novemoer.* 


775. The proliferation of 312 subplans, well before the list 
was even complete, posed problems of coordination between the 
air-strike plan and functionally related air-defense plans 
for CONUS. There was no longer a crisply defined point to 
distinguish exactly when OPLAN 312 was being implemented. Yet, 
the implementation af CINGONAD's OPLAN 1-62 for air defense of 
southeast U.S. was based on 8 binary go-no-go option geared 
to implementation of the 312 air-strike plan, on the logical 
assumption that U.S. air attack on ‘cuba could be expected 
to pravoke Cuban attacks on the U.S. then if ever at all, 

On 5 November CINCONAD therefore requested JCS autnorization 
to implement his OPLAN 1-62 upen implementation of any of 
the lisser options of CINCLANT OPLAN 312-62, as well es the 
fult waz - π' 9 JOS at treir meeting of 5 Νοι πῆρ ogreed 


bo CluCONAD's request énd $0 éubnorized hua tat Sane Gaj. | 


776. A similar preblem of coordination petwean the 312 plan 
and cther plans had occurre6 earlier and had been handled in 
an unusual way. About the 18th or 19th of Octover ἀν "685 
recognized thes there was a scronz 1’ 7slarood thas executicn 
of the air-strike plan would provoke ἃ mazor Cuban attack on 
the 1,3, naval -ase at Guirtanamoa, On the tie rand, t12 
ONO, acting 85. JT) *@50252 v6.4 δ, 1aS 1efiecsiple 
for é3fense of Guantaramo (és sell as for conduct of tae 
quarantine), bub on tne ctner, he was outside the direct commaad 
line for contingency plaas, except’in nis capacit: as ore 


member of the cornorate body JCS. Yet the opsrations covered 


τς. TNCTANT bo Toe funee oe - 
Msg, ΟἼΝΟΙΑΝΤ to JCS (info CINCAFLANT) 08201162 Mov 62, TOP 
SECRET, 
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33¢s 2304/94, 6 Nov 62, TOP SECRET, 
Msg, JCS 7256 to CINCONAY, 6 Nov 62, TOP SECRET, 
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by the two plans were functionally related insofar as ona σου 
be expected to initiate the other. Since the contingency opera- 
tion vould be datermining -- and was the more isnortant -- the 
plan for defense of Guantanamo was therefore incorporated as ἃ 
subordinate part of the air-strike plan. On 20 October CINC- 
LANT issued Change No. 2 to OPLAN 312-62, promulgating Annex 
"1," to the basie OPLAN, which in general terms provided for a 
Guantanamo defense plan tied in with the contingency air-strike 
plan. It is not known on what authority CINCLANT hed taken 
such action, but presumably the particular Ouantanamo defense 
plan contained in arnex "LL" would be applicable only tncidental 
to, and in the event of, prior decision to implement the 312 
plan. Otherwise, in the absence of the air-strike plan being 
executed, the existing provisions of the earlier independent 


plan for Guantanamo cefense would ocotain. 


TT77. Other, more routine, modifications in OPLAN 312 were also 
nade Larougnout the course of the crisis. Some ot these were 
normal technical revisions in operational details of targeting, 
sortie schedules, and task assignments, either flowing from 
the subplan requirements described above or to up-date plans 
to reflect the most current intelligence derived from photo 
reconnaissance, many of the 40-odd numbered interim changes ta 
CINCAFLAMT OPLAN 312 were of such nature. Scme of the modifi- 
cations, however, were more substantial. | Interim Change No 4 
of 23 October, for example, providad for an immediate restrike 
operational cycle, specifying force configuration and employ- 
ment ,? Similarly, because of continuing vork on missils sites 
in Cuba, Interim Change No. 10 of 28 October provided, at the 
behest of tne Ics,> for the addition of a fourth wave to τῆς ἢ 


τ- - 
CINCLANT Historical Account of Cuban Crisis - 1962 (U}, 
29 Apr 63, TOP SECRET, 
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\first air strike on MRBM/IRBM comolexes, it specified the 
forces, armaments, targets, sctedules, end entry points of 


attack for this fourth wave. 


778. Besides modifications as such, there was also the need 

to complete missing portions of OPLAN 312. It will be recalled 
that the air-strike plan had not been completed before the 
erisis and that approval of the basic plan by JCS had been 
rushed through on 19 October only because of pressing urgency. 


Lacking was the Annex providing for an unconventional warfare 


---- 


(UW) plan; apparently the need for UW operations ancillary to 
air-strike operations was belatedly recognized, On 30 October 
COMJUVEPA preparad an outline plan for conduct of UW operations 
4n support of OPLAN 312." Based on COMJUVTFA's outline, CINCLANT, 
approximately eleven hours later, promulgated annex "Y" to 
CINCLANT OPLAN (12-22 {Unconventicnal vartare) J It was δ cpeeiel 
adaptation of tha existing UW plan provided for in Amex “Y" to 
the as yet not apprayed OPLAN 316-61, which in tum had casn 


derived from OPLA 


The plan in its present form, however, was not truly suostanti se 
in the sense of Spelling cut whas the operations vould actrvali 


he and how they would ba carried out, 


779. Only late in the evening of the foliowings day {1 Novemser), 


after assigning tasva and respcnsibilities for component forces 


cS ὦ 
Msg, CINCAFLANT to CTF 135, COMFAIRJAX et al , (info Jcs}, 
281011Z Oct 62, TOP SECRET, —~ 
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of JUVEFA itn devai1,? did COMTUWTFA pravide the JCS, CINCLANT, 
and others with the concept of operations on which UW planning 
was being bas. in support of OPLAN 312-62.7 asa result, it 
Waa not until 5 November that the UW plan contained in Anne« 
"¥" tao CINCLANT OPLAN 312-62 was approved by the JCS. At 

that, approval was granted except for those parts that inter- 
related with OPLAN 316, which were thereby deleted.> Later, 
after the middle of November, a wholly new cycle of UW planning 
wag initiated. This will be discussed in connection with OPLAN 
316, to which it was more closely related. 


780.1 Plans for psychological operations in support of OPLAN 
312 also received attention. Quite early in the crisis a 
psychological warfare operation plan, nicknemed BUGLE CALL, 

had been developed and stocks of leaflets forewarning the Cusan 
populace that military action was imminent ware printed in 
readiness, Tactical commanders, howevar, eb ected thas suecn 
waraing leaflets would precluve the advantage ot surprise 
Accordingly, on 1 November, BUGLE CALL was cancelled in δ ον" 
of another olan and the existing stocks of leafiets alrestdy 
printed were ordered destramed, The new plan, nicikmsmed AUTUIY 
LEAVES, provided guidance and directives for preparing and dia- 
seminating leaflets cy airdrop at the time OPLAN 312 was 
Loplerented, in crder to inform the ponulation «ny the US. aas 
atvacking Cuban military installations. CINCARLANT voulo be 
respousible for leaflet preduction and crecessing, 2195 CINCAF- 


LANT ould be responsible for delivery Tne leaflet text, es | 


“Msg, COMJUWTFA to CINCLANT at al., (Info JCS et al.) 0105222 
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(approved by the JCS, was provided. In addition, targats were e 


designated, and inetructions for carrying out the leaflet 


missions by high-speed tactical aireraft were appended. | 


πα 
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6. EXPANDING AND FILLING IN INVASION PLANS 
782. concurrently with the elaboration and refinement of the 


312 air-strike plan, invasion planning was also undergoing 
amplification and revision. If given slightly less priority, 
these modifications in invasion plans ywere perhaps of potentially 
more far-reaching consequence; certainly they were not as quickly 
adopted, and many more echelons of the total decision-making 
system were involved in them, Their attendant operational 
ramifications, moreover, had greater dislocating impact on a 

much larger segment of the military establishment than the 


alterations in the air-strike plan. αὶ 


783. Even before OPLAN 316-62 was formally approved as the 
invasion plan, changes and additions ‘had begun to appear. As 
in the case of the air-strike plan, they proved to continue 
throughout the crisis. One concomitant of settling upon a 
Single basic invasion plan had been the changes in concept and 
in command relations prevlously mentioned, Ὁ the same tGlimea 
new substantive provisions, or amendments expanding existing 
provisions, were being added. Some of these vere relatively 
peripheral, but others impinged upon central issues determining 


the fundamental characher of wnatever aperations would be carried 


out. 


tuse, CG XVIII Abn Corps to COMTAC (Info CINCLANT) 2218052 
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785. Also on 21 October considerable attention began to be 


given to civil affairs provisions in invasion planning. On 
that day the Chief of Staff, Army, acting in his capacity as 
Executive for JCS for civil affairs, advised the JCS that a 
review of the civil affairs planning contained in OFLAN 314/316 
indicated "a major deficiency" in the occupation phase of 
operations, ἢ He therefore recommended that JCS authorize him to 
establish a Civil Affairs Special Planning Group immediately, 
in order to develop a complete and detailed civil affairs plan 
for military occupation of Cuba. The JCS agreed, and the same 
day, in a staff memorandum to the Army Chief of Staff, they so 
directed.* ' 


786.4 week later, on 30 October, CINCLANT himself revised 
the civil affairs annex to his OPLAN 316. GINCLANT would 
retain overall jurisciction .or civil affairs activities, «ἢ 
CINCARLANT coordinating civil affairs planning and CJTF-Cuba, 
when activated, exercising c.vil affairs authority and respon- 
sibility under CINCLANT during actual operations,? Bus substan- 

ive οἷν} affairs planning, largely because of a lack of knowa 
terms of refevence, proceeced at a slow pace. Nos until the 
niddle of November did a draft 503 policy directive relative te 


the conduct of civil affairs administration in the postassauit 


+Memo, CSA to JCS, CS4N-259-62, “Inmedtate Establishnent cf a 
Civil Affairs Speciai Planning Group (U)," 21 Oct 62, Encl to 
JCS 2304/72, same subject, same date, TOP SECRET. 
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Civil Affairs Special Planning Group (Ὁ)," 21 Oct 62, TOP SECRET. 
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and occupation phases undergo staffing, both intra-JCS and 
interagency, but it never did achisve an approved final form 
prior to the termination of the erisis.? Even force requirements 
in support of expected civil affairs activities connected with 
extended military occupation were not easily established, The 
JCS had requested estimates of such force requirements from 
CINCLANT well before the crisis, on 6 October, = and on LY October 
CINCLANT submitted a partial list, ? which was not approved ty 

the JcS until 4 December, + along with JCS suggestions of 
additional force requirements. By the, the question of military 
occupation of Cuba had been relegated by events into an academic 


issue. 
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79>’ Relatively late tn tha crisis, about the middle of 
hoe 


November, the JCS in reviewing Annex Y (Unconventional Warfare) 

to OPLAN 316 (also the applicable UY Annex for 312), observed 
that 16 only provided for ὍΝ operations complementary to and in 
direct support of overt conventional attack oy major U.8. forces. 
Possible opportunities for UW operations presented by contingency 
situations prior to or un~elated to such attack vere not covered. — 
On 16 November, the J¢S rrcrefers directa’? COICLANT to cevelon 

UW plans of two types for covert support of internal uprisings 

in Cuoa: 

8. On the basis of the covertly sunported uprisirgs being 
followed by overt comeltment of convent.oal U.S, furces, as 
required, to erploit any success achieved, 

b. On the basis of ro overt commitment of co wentional 
U.S. forces. " 

VOMIUUTPA was atill in cne Process cf developing the resu_red 
new UW hlans when the cris:s, 3holculy after, began to slow signs 
of having run 185 course, The proapects of operations such as 


~, 
those contentplated diminished according? y. 


a 


796 Olher important amendments to invasion planning provisions 
were also effected in regard to reaction times and force levels. 


Toese are treated Separately in the next tyro sections. ἢ 
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a, ESZARLISHING ΒΕΛΟΤΤΟΝ TIMES 

7S7. Probably the greatest single source of perturbation as far 
as contingency military plans were concermed was reaction times, 
As before the crisis, the President and Secretary of Defense 
continued to lay on requirements demanding rigid operational 
acnerence to avstere raaction-time criteria. From a strategic 
point of view, the element of tactical surprise as to the nature 
and timing of any military action was seen as cructal. Paramount, 
of course, was the overriding fear of escalation, but another 
rationale also was evident. Olscretionary selection fram 2 
range of predetermined Kinds of military moves, in conjunction 
with quick execution of the particular course of action chosen, 
offered a potential technique for controlling in some measure 
the character of the crisis, containing it within manageable 
bounds, and ultimately winning maximum volicy gains with minimum 
expenditure of military effort -~ and the least risk. The 
navional decision rerarding the U.S. ressonse to the crisia 
ninged on the application of military force subordinate te and 
directly in support of the primacy political waneuvers that 
were being employed to resol:-e the military issue at the root 
of the crisis, Hence, placing the burden of responsiveness in 
meeving short reaction tines on the military establishment ir 
effect enhanced the flexibility of national political decision 
making. The degree to which tris was carried in tha case of 


the Cuban crisis represents an innovation. 


798 jone of the first prablens involving reaction times was in 
connection with OPLAN 310-62, the air-atrilre nlan. I> emerged 
as a result of unforeseen operational consequences attending 
preparations ta implement the 322 plan. By 22 October, the heavy 
concentration of alrcraft at Homestead and Key West posed an 


irviting vulnerability that gave JCS pause for concern. Eut the} 
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[price of reducing the concentration by withdrayving gome of the 
alreraft fron forward daployment was inversely proportionate to 
the lead time required for implementing the air-strike plan. 

The JCS was inclined in favor of caution, and on 22 October 
CINCLANT was therefore authorized to reduce his readiness posture 
to execute OPLAN 312 from the then prevailing G-hour reaccion 
time to a 12-hour reaction time, in order to permit dispersing 


of aircraft if he so chose. 


7399. Although both CINCAFLANT and CINCLANT questioned the 
advisability of dispersai,? concern over aircraft concentration 
nevertheless continued, and on 24 October the Chairman, JCS, 
requested CINCLANT to consider the feasibility of dispersing 
half the alreraft but without affecting the 12-hour reaction 
time. The Chairman's query was confirmed the same day in a Ics 
message formaily requesting CINCLANT's estimate of the impact 
on his 12-hour readiness capability to implement OPLAN 312 if 
his presently Ceployee forces in furvacd areas were reduced oy 
50 percent.* CINCLANT replied early the next mornings, asain 
strongly objecting to the preposal, stating snet such a reduction 
would seriously degrade his readiness capabillty to meat the 12- 
hour reaction time .2 CINCLANT renained adamant, reiterating his 
Position the next day and ezain on 27 October, even to tre extent 
of implying that under such a handicap he Mignt nov ve able ta 
fulfill the air-strike mission regardless of time crare.” The 
upshot was that such large-scale dispersal was not put into 
effec’ and the 12-hour reaction time for QPLAN 312 was retained 


untii the crisis began to unwind. In the interim, of course, | 
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[the special subplans of OPLAN 312 discussed earlier had been : 
evolving, some of them providing for reaction time consiaerably 


shorter than 12 hours. 


800. Meanwhile, a different kind of problem with reaction " 
times was also occurring in connection with the invasion plan. 
It will be recalled that early in the crisis, on 17 and 18 
October, the concept of OPLAN 316 had been altered to provide 
for simultaneous airborne and amphiblous assaults, along with 
a general beefing-up of the initial assault force. Apyparentiy 
it vas understood by JCS and LANTCOM line commanders that the 
new concept was to be cast ln an extended time frame of seven- 
day reaction rather than five. The Service technical staffs 
seem also to have understood this clearly enough, for on 23 
October the Office of the Chief of Transportation had pointed 
ous to the Army War Room that the existing Annex M (Transportation) 
to OPLAN 316 was outdated by virtue of having been based on a 
flve-a ¢ reaction time, ywnereas current transportation planning 
now in progress was being oriented to a seven-day reaction bime.+ 
However, CINCLANT planners and the staffs of subordinate field 
forees were not fully aware of the new seven-day frome. Cersalnly, 
staffs were at least confused on this scare, as cemonstrated by 


eventa descrtbed velow.] 


501, By 24 October tre Pregident (and . 2 Gerreiary of Defence 
85 well) apparerris τὸ aleo sonewnat confucoed about the various 
reaction times for the several optional courses of military 


action then under consideration, and desired clarification.2 


———_——_——-_ . 
DA ODCSOPS Army War Room Journal (Cuben Criais), TOP SRORET, 
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fhe next day, 25 October, the JCS responded, through the Secretary ‘ 
of Defense, to the President's request with a compendium 
recapitulating the range of options and the respective reaction 
times Por each. They stated that "in order to assure understanding 
of the timing factors which govern the implementation of military 
actions related to Cuba," the lead-time required from receipt 
of an execution order to the actual initiation of the operation 
ordered was as follows: 
[= Low-level reconnaissance of selected targets: reaction 
time - two hours. 
Ὁ, Reprisal strike on a single SA-2 site (Special Plan 
FIRE HOSE): reaction time - two hours, 
¢. Air strikes against all SA-2 sites (later identifled 
as FULL HOUSE): reaction time - two hours (contingent upon 
being able to maintain present readiness Posture). 
ἃ, Full air strikes against Cuoan military targets (toval 
OPLAN 312, later identified as RED BLUFI'): reaction time - 
12 hours, 
ας Invasion of Guba (OPLAN 315): reaction time - 
initial assaults to commence 7 days after a decision to 
implement the plan, witn all assault and essential support 
forces ashore within 18 days after the decision (pernaps 
sooner), 
They further advised that invasion planning was concencrating 
on OPLAN 316 based on a sevcn-aay ~eaction tine; the seven days 
required to implement :t would ‘e usiluized for necessary 
neutralization or elimination of hostile air and ground capability, 
to which airborne assault forces especially would coe vulnerasle 


while in elight.+] 
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802. Two days later, on 27 Ostober, the Chairman, 705, ra- 
layed the text of the above "Timing Pactors" compendium in 
its entirety to CINCLAITT in an "Exclusive" message for Admiral 
Dennigon alone, advising the Admiral that “these reaction times 
have been given to the President as to what he may expect." A 
week later, on 4 November, the JCS reiterated that these es- 
tablished reaction times “may not be modified except upon Jcs 
recommendation to and approval by higher authority." The 
Chairman's 27 October message to CINCLANT should have settled 
some of the outatanding problems regarding reaction timea, but 


did not. 


803.J Despite the codification of “established reaction times” 
at the JCS level, staff planners at the LANTCOM level and below 
still labored wnder an ambivalent five-day,seven-day frame of 
reference for 4nvasion Planning. On 26 October, CG XVIII 
Alrborne Corps called ro the attention of CIICARLANY that the 
posture of Aray forces for OPLAN 316 was not oriented to eithe- 
five- or seven~day reaction ‘ime, as some references seemed to 
indicate, but rather was based on a seven-day reaction time plan 
onty.3 Whereupon CINCARLANT, as CCUSCONARC, apprised ‘She 
Army Deputy Chief of Staff for Onerations of the five-day vs. 
seven-day problem. He stated that he had reauested an estimate 
srom CLIUCAPLANT regarding tre length of time it would take te 
complete air preparations for implementation of OPLZAN 316, ta 
which CINCAPLANT nad replied that he could not commit himself 


to 8 seb time frame but that he opposed arr shortening of the | 
4 


Tn ANN we ee 4 
Msz, JCS 7O44 to CLNCLANT (JCS EXCLUSIVE for Dennison}, 2718502 
Oct 62, TOP SECRET. 


2usz, JCS 7227 to CINCLANT (Info CINCAFLANT et al.), C5cak5z 
Nov 62, TOP SECRET. ~~ 
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{seven-day period betveen the commencing of air preparations and 
the D-day assaults. CGUSCONARC advised that he concurred that a 


seven-day lead time was a tactical necessity. 


SO4, GINCARLANT and CINCLANT staff planners, meanwhile, turned 
to the 7505 for a ruling to resolve the ambiguity. On the same 
day, 27 Oetober, confirmation was requested of JCS as to whether 
OPLAN 316 was now the invasion plan, rather than OPLAN 324, and 
whether it was the seven-day version of OPLAN 316, rather than 
the five-day. CINGLAN? - i.e., his staff - pointed out that 
planning for the seven-day version was reasonably complete, 
whereas an entire recomputation of movement tables would be 


necessary for a five-day version.* 


805. Ab JOS, the Joint Battle Staff, in processing the messece 
above, noted th?zt the Chairman's Exclusive message {gcs 7088) 

to Admiral Dennision earlier than same day (27 October) had 
already answered the query regarding the seven-day version of 
OPLAS 316, put being an “Exclusive”™ obviously had been closely 
held end not distributed by CINCLAYT to his atafr. It was 

fully a day later, at 1800 hours on 28 October, that the JBS 
confirmed by secure telephore (*¥-9) that the seven~day verstor. 
of OPLaN 316 was inaeed the only currently aeplicable invaston 
vlan.? Thus, some 25 hours had elapsed before the LANPCCM stari's 


confuslon on this point was cleared un. 


606. Thereafter, there appeared to be πο further question from 
any quarter that the Cuban invaston plan was CINCLAND OPLAN 216-62 


with a seven-day reaction rand] 
ws 
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207 {τος problem of reaction times for OPLAN 312, the atr-strika 
Plan, however, wags not yet completely settled. On 28 October, 
and again on 4 November, CINCLANY nad informed the JCS of hig 
SHOE BLACK option of 312 (wider range of selective air strikes 
accarding to type of target, including SAM sites} as having a 
reaction time “from within two hours to six hours . . . depending 
on scale of operations airectea, "Σ Late on 4 November, the Jcs 
demurred with respect to CINCLANT's flexible two- to six-hour 
reaction time for SHOE BLACK. ‘The JCS advised that SHOE BLACK 
and FIRE HOSE (air strike on a single SAM site) as set forth 
by CINCLANT were"not amenable to precise correlation with 
bargeting as set forth in the established reacticn times for 
Cuben contingency plans given to the Secretary of Defense and 
the President! on 25 October (see above), However, modification 
of alert posture would be permitted at CINCLANT's discretion, 
providing the specified two-hour reaction time were maintained 
for dC8-designated tarreta, i,e., SAM aites.* marly the pext 
morning (5 November), CINCLANT amendea the reaction times 
accoraingly, directing tnat FIRE HOSE and FULL HOUSE (6 aingle 
SA-2 site and all SAM sites, respectively) both be two-hour 
reaction time, while SHOE BLACK would nut inelude SAM sites end 
woul¢c have a rived reaction time of gtx noura.> { 


808. [apere was &@iso ἃ technical difficulty, expressly of ἃ 
command and ccnurolh ha ira, excterzenced in connection witt 
reaction times, esrvectally with OPLAN 312. CINCLANT had rec- 
ommended to the JCS on 28 Octocer that an execution message for 


OPLANS 312 and 316 be prepositioned τὶ τ nim so 98 sa permit | 


Msgs, CINCLANT to JCS et al., 2B81640Z cet and Ol2010Z “ov 62, 
TOP SSCRET. 

®Mss, 208 7227 to CINCLANT (Info CINCAPLANT et al.), O502452 
Nov 62, TOP SECRET, 
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[instant transmitting of the actual order to implement the 
plans via insecure voice channels. On 31 October, the JCS 


complied by sending the requested prepositioned execution 


message. 
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511. [τος JCS, on receipt of CINCLANT's message immediately 
repeated τῷ “Overational Lamediate" to the ‘hite kouce (0222327 
November}, The next day, 3 November, tne oCS, responding to 


CINCLANT's recommendations of the aay before. cancelled gcS 7131, 


INCLANT to JCS (Info CINCAFLANT) C21852Z Nov 62, TOP SECRED 
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812. Well after the urgency of the immediate military situation 


had been abated and the crisis was to all practical purposes 

over, the issue of reaction times was once again revived. 
Apparently the President was dissatiafied with the best reaction- 
time readiness posture that the military establishment had heen 
able to achieve during the height of the crisis. On 27 November 
he directed the Chairman, JCS, to have the JOS undertake a review 
of all Cuban contingency plans in oraer to determine ways and 
means of compressing reaction times.* The same day, the Chairman 
formally inatructed the Director, Joint Staff, to prepare a 
directive bo CINCLANT to vrovide data for apnrapriate JCS response 
to the President.> 3-3 drafted the required mesasage to CINCLANT 
which was approved by the JOS and sant on 26 November.“ CINCLANT 
was directed to review his Cuban contingency plans a:.d advise σὺ 
of possible modifications for reducing reaction times. But by 
this tine, 88 November, the whole issue of reaction cimes was no 
longer of more than acadenia relevance to the current Cuvan oriats, 
inasmuch as a general stand-down in readiness rosture of forces 
had already gore into effect and many wiits vere prerartz for er 


were in the process of, redeploywent pack to their home stations. 


‘Msg, JOS 7212 to CINCLANT et al., 0315592 τιον 62, TOP SECRET. 
23S 2018/520, 27 Nov 62, TOP SECRET. 


Friemo, CICS to DIS, CM-139-62, "Review of GINCLANT 312, 314, and 
31£," 27 Nov 62, TOP SECRET. 
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i. PROVIDING FOR ADEQUATE FORCE LEVELS ‘ 


813. an important factor also causing readjustments reflected 


in changes to contingency plans was force-level commitments. 
Generally through the erisig the trend was upward, with en 


increase in size of forces both for OPLANS312 and 316. 


814.748 early as 21 October a substantial addition was made 
to the planned invasion ferce. CINCLANT nad actually requested 
the increase almost a month and a half before the crisis, on 
9 September, but a decision had not been rendered until now. 

JCS acceded to CINCLANT's request and apuroved an added 
provisional infantry brigads, congisting of two battle grouns, 
for OPLAN 316 forces. The planned troop list was changed 
accordingly. 

815. Over the next three days the scneduled phasing of forces 
for OPLAN 315 was rearranged in order to provide for maximum 
combat strength to be brought κα bear as soon as possibile in 
the initial assault. On 25 October, CINCLANT, noting sie ὁ ἔθη" 
to which the initial assault force had already been increased, 
advised the JCS that three additional infantry oattle zroups, 
over and abave the farce already planned, could now be air-lanzed 
on D-day with the XVIII Airborne Cerpa assault waves. He 
proposed that OPLAN 315 be cnanged accordingly. @ Mhe next da; 
(55 Getobar) CG XVIII Airborne Corps, as 800n as he became aware 
ef CINCLANT's proposal, called CIUCARLANT's attention ta the Fact 
chat the three additional battle groups covld not tegin arriving 
in the objective area until D-2, and nov all oe air-lzaded on 


W-day as CHICLANT cnought.? A day later, on 27 Occober, CINCLaNT ) 


Iusgc, CINCLANT to JCS, 0918492 sep 62; JCS 6322 to CINCLANT, 
CINCSTRIKE et al., 2107042 Oct 62, TOP SECRET. 


2Mse, CINCLANT to CINCARLANT and CINCAFLANT (Into JCS), 2693202 
Oct 62, TOP SECRET. 
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“Gay 85 he nad reported.” 


ring in the additional forces on 


816. Meanwhtle, more and more Air Force units for both inva- 
Sion operationa and air atrikes were being involved in contin- 
gency preparations, either to meet new requirements laid on 
(such as separate forces for FIRE HOSE) or as a voluntary 
safety-margin augmentation. Late on 3 November CINCLANT ad-~ 
vised the JCS that the total of TAC fighters and troop carrier 
aircraft now deployed and committed for Cuban operations was 
considerably in excess of autnorized force levels 85 provided 
for in OPLANS 312-62 and 316-62. These levels, originally 
approved in 1961, nad been based on the enemy situation ag it 
existed at the time. PSrogressively since then, the Soviet 
buiid-up of Cuban military armaments required proportionate 
inoreases in USAF forces te match the improving Cuban capability. 
By now this increase in allocated USAF forces amounted to the 
full CONUS resorees of F4C, CINCLANT admitted fear thia misn+ 
Ppoxe proolema 1} a concurrent contingency arose requiring 
reinforcement of CINCEUR or CINCAAIB, but urged that sucn a 
"remote possibility" ghould not preven allocasion of suffirigns 
forces to meet tne immadiate needs of Cuban cperations. <Any 
reduction in these forces "will seriously degrade CINCLANT's 
ability to carry out ntsszon."2] 

817. CINCLANT then evplained tnac 105 anproval of Ris concett 
ΟΥ̓ operations for employment of forces, as weil as adaed vre- 
quirements placed on him at JC3 direction, were considered to 
have constiv. ved approval for tne allocacion of vuhese additional 
forces. Nevertneless, formal JOS confirmation would be desirable. 
-.««φῥ-------᾿᾽᾿᾽ 
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Therefora, CINCLANT requested that the presently programmed USAF 
forces for Cuban operations be so confirmed and that aroropritate 
changes in plans be approved as follows: 

a. (orvcnant OPLAN 312-62: amend the crigtnal provisions 
for 17 TAC fighter squadrona tea 19; amend the 2-1/3 reconnais- 
Sance squadrons to 3-1/2, 

b. GINCLANT OPLAN 316-62: amend the original provisions 
for 14 Air Force Reserve 0-129 troop carrier squadrona to 21; 
amen@ the 5 C-130 troop carrier squadrons ta 7; raise the 17 
TAC fighter squadrons to 19 and) the 2-2/3 recomaissance 
squadrons te 3-1/2, as for OPLAN 312; add a new provision for 
2 @lr refueling sudarone. Ἡ 


818, The following day, 5 November, JCS confirmed the USAF 
force level allocated to Cuban contingency operations, as 
requested, and approved the melking of appropriate changes in 
OPLAN 312 and 315 to reflect this forces ce writment acea-dingly, 
The JCS reservad ins wieght, nowdver, to reallocacs ond receploy 
these forces if contingencies elsewhere so required 2 On 7 
Novenber, CINCLANT, in separale actlons, formally promulgated 
Change No. 6 to CINCLANT OPLAN 316-652 and Change No 6 to 
CINCLANT OPLAN 312-62 containing the necessary modificetions.> 


$19./ Perhaps the most significant development with regard ve | 
planned force levels occurred on 5 November. Despite the 
considerea profenstonal military view suomlttea by the JCS to 

the President the precedirg 2 November, that U.S. invasion plans 


were adequate in concept and means (see asove), both the President 
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[ana his civilian advisers still felt unsure. Disconcerting e 
echoes of the lessons learmed from the Bay of Pigs experience, 
and the consequent determination at that time that any future 

' Ν 


invasion be based on the use of “overwhelming force," were once ἱ 


again uncomfortably poignant. 


goo. (zn 8. memorandum to the Chairman, JCS, the Secretary of 
Defense conveyed this feeling of concern over the adequacy of 
ground forces available for invasion operations. Svating 
"OINCLANT OPLAN 316 seems thin," the Secretary felt that with 
the forces presently provided for "we could erd up boxyged dom," 
because of the size of the problem, enemy equipment, and 
nationalist fervor of the resistance with which U.S. forces 
might have to contend; he drew analogies to the experience of 
the Pritish in the Soer War, the Russians in the Finnish War, 
and the U.S. in the Korean War. The Secretary, therefore, 
proposed augmenting 316 forces. Specifically, he wanted more 
forces from the remaining three divisions thal werc being held 
in reserve in COMUS to be committed to the :nvasicn plans, 
which would be repleced ty National Guard divisions called up 
to renonstitute the strategic reserve. He requested JCS 
recoumendaticns regerding the number of divisions tnat should 
be included in CINCLANT OPLAN 316-62, the number that the CONTS 
reserve should consist of “nd the namber that should be eailei 
to active duty Prom the Natioral cuara,+ Trot cunt ay 6728 
JCS accordingly tnatructed CINCLAIT, CINCARLANT, CINCAFPLALT, 
and other CINCS and commands to come to a reeting in ashing zon 
on Wednesday, 7 November to discuss these proposals of the } 


Secretary of Defense. \ 


tueno, SecDef to CICS, "Addttional Forces For CINCLANT OPLAN 
316-62 (U)," 5 Nov 62, TOP SECRET. 
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321, On 7 November, the JCS held the Washington conference, 
attended by CXNCLANT, CINCSAC, CINCONAD, CINCSTRIKE, CIICARLANT, 
CINCAFLANT, COMATS, and other interested commands or their 
representatives, to consider the problem of augmentation. It 
was concluded that the only possible source of augmentation 
forces was the 5th Infantry Division (Mechanized), part of 
the 2nd Armored Division, and two more Marine infantry bat- 
tations from the 1st Marine Divigion on the Weat Gaast. The 
4th Infantry division, and the rest of the 2nd Armored Division 
itself, were excluded from consideration inasmuch as a major 
portion of their combat equipment was prepositioned in Europe 
for CINCEUR's augmentation requirenents. (Zt was also agreed 
that augmentation forces available from the two divisions could 


not be used to increase the welght of the initial assault force, 


ould be saturated; therefor: they would have ta be 
follow-on forces or part of the Floating Reserve.| ‘Hovever, it 
was notad that the two additional Marine infantry bactalions 
from the West Coast could be ugad te replace tne 5th NEB as 
Guantanamo reinforcement, thereby releas_ng the 5th i.20 for over- 
the~beach operations (Later the tro West Coast Marine units 
were deleted without affecting the new Sth MEB mission). ‘The 
use of National Guard divisions to reconstitute the CONUS 
reserve was considered irpractic:1, in tne lisnk of training 
and eqilprent prrolens, bur ὅν @i:7 rousisie use for otcupation 
duty seemed feasioia.* As a result of the meeting, CINCLANT was 
arected to vorepare by 10 ‘oventer an cucline plan previdires for 

employment of such augnensation forces over δὰ auove forces 

2 


presently programmed for inclusion in OPLAN 316-62. 


‘Memo for Record (J-3), JCS meeting with CINCLANT et al., 7 Nov 62, 
TOP SECRET, 
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802. The day following the meeting, on 8 November, CGUSCONARC, 
acting on advice from the Army Chief of Staff, informed the 
commanders of each CONUS Army -- somewhat prematurely -- that 
the 5th Infantry Division (Mechanized) and the @nd Armored 
Division had been committed to augment CINCLANT OPLAN 315 forces,+ 
A retraction was [ssued the next day, 9 November, when CGUSCONARC 
cancelled his § November message.” The augmentation referred to 
Was still in the proposal stage and no decision on it had yet 


been made. 


823. On 10 November, CINCLANT submitted to the JCS the requested 
outline plan for employment of the augmentation forces dis- 
cussed at tne gCS-convened meeting of 7 November. Based on 
the guidelines then laid sut, the outline plan, identified as 
CINCLANT OPLAN 316-52 (Augmented), provided for the original 
eoncept of operations to be retained in {ts present form excert 
for tne added forces, and contemplated uging Matlonal Guard 
Forces for postsembabk ecesupation duty to vollevs reguiar 
asiault forces, who could then return to CONUS creserve atatis 
Tre JCS tentatively adopted coe oucline as a tasis for preraring 


ttelr response to the Seoretary of Defense's query of 5 Fovenber. 9 


δ38, A few days later, on 15 Nevember, CINCLANT, in ar unrelated 
πέσαν, requested JCS to authorize immediate movement of rwo mcre 
Maine baktalion lanéing teans (BLT's) of the lst Marine Division 
fom the Paeifle Coaat in order to @ugrent Surtner tre defense 

ο σαϑηῦθηδπο, ἢ CIICLANT's requeat was disapproved on 24 Nevember, 


fre JCS advising him that further reinforcement of Guantanero was 
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not required at that time and, moreover, thet uader arly cizeur- 
stances Guantanamo reinforcement should not be with Bits. (one 

JCS directed GINCLANT, therefore, to modify his OPLAN 316-62 

to reflect the above concept, go as to provide now for reinforcing 
Guantanemo by forces other than the 5th MEB, when and if needed, 
and save the 5th MES for over-the-beach operations in Western 


cube. 


-- 


825 Meanwhile, on 20 November, the JGS responded to the 
Secretary of Defense's memorandum of 5 November that had initially 
ralged the augmentation issue. [τον advised him that upon 
reviewing the 316 invasion plan they had concluded thet the 
forees currentiy prev ded for sherein were "probacly adequate" 
to achieve U.S, national objectives in Cuba, but they also agreed 
"4¢ would be prudent” to earmark additional forces 83 a ready 
reserve for the operation if needed. Explaining that some of 
the existing CONUS strategic reserve resouvces had to ke ruled 
out (citiag the τὰ Iafansry Division and part of che end 
Armored Division, with the reesons tnerefor), the JCS czcommended 
strat tha 5th Infantry Division (Mechanized) and a combat ccmmand 
of the end Armored Divison. along with supporting forces, 2 
committed to CINCLANT OPLAN 316-62 ausmentation, bub that no 
movement from home stations be undertaken until cirected by 7c8. 
They also pointed ove ther, ln addition, the Str 153 nov in the 


Carlovean, with a strengun of approcimasely ¢$J09, -vould be 


a 


« 


available for ers assault overations rather thar ΤΌΣ 


Quartanamo agfenos. 


3625 Witn respect to the proposed use of National Guard forces, 
tne JOS recommended to the Secretary that. altnough the augmenting 


of CPLAN 315 forces would virtually deplete the CONUS strategic 
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reserve, no National Guard divisions should be dalled to active 
duty to reconstitute it; in any event only one National Quard 
division could ne combat~equlpped from resources available in 
coNUs. [nsteaa, they recommended that two National Guard 
divisions for occupation duty be alerted when OPLAN 316 was 
implemented and that the timing of their actual mobilization 

be phased according to the progresa of combat operations in 
Cuba. Finally, the JCS advised the Secretary that the inereased 
Army and Marine forces would require considerable additional 
lift capacity, specifically 16 more transports, 68 cargo ships 
and 11 LSte. They therefore recommended that measures be taken 
to insure the avallability of the transport and cargo ships 
when needed, but that the LSYs be chtained immediately by 
reactivating 11 of them from the Reserve ἜΗΙ 


827. Phis marked’ the high-water mark in the foree-level 
commitment for planned Cuban onerations. (= rad oractically 
axnueugted the CNUS-rased straLegic reserve, Leavirg a residual 
foree of only 1-2/3 Army divisions, which were themselves 


alreacy precommitted to {11 cther contingency requirements 


elsewnere, TAC resources in CONUS vere even more fully cormmitted, 


whlle the Marine Corps wus down to litele more than the training 
battalions at its East and West Coast bases. Shortly, however, 
before tne augmentation could be formalized wuch beyond “eir- 


marking," or before the units involved could be oferationally 


a 


afferved to any great ὁ δός, the thele croblem οἵ τοσοῦ δῖ 
considerations wes overtaken by events] By the latter pact 

of November the military uzgency ef the crisis had ebved, 
readiness posture was already “being relsxed, end the likeli- 


hood of leunching an datasion receding. 


lmemo, 708 to SecDef, JO3M~913-52, "Adaltional Farces for 
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828, Contingency planning addressed itself to only one of the 
military dimensions of the Cuban crisis. Overshadowing, in 
one respect, were the more serious competing demands of the 
general war dimension affecting generation of SIOP forces, and 
in another, the actual quarantine operations that were carried 
out in conjunction with diplomatic measures; in a sense, even 
defense of territorlal CONUS hed precedence, Nevertheless, 
beeause the contingency plans pertained to the immediate tssue 


and locus of the situation around which the entire crisis 


vevelved -- 1.6.) presence of the offensive threat on the tsland 


of Cuba -- they were central to the total U.S. response. 
Preoecupied wlth them, accordingly, were the civilian national 
decision-msiiag authorsty, higher military command echelons, 
and a@ major portion of the operational forces of the militery 


establishment that would be affected. 


8°29, Fundamentally, the contirseney plens corstleuted at once 
a vechnique and an instrument of command and control for 
gonerating, bringing into ratioail co.cerct, and regulating tne 
synthesis of 411 of the myriad elements oxrgiiie to an enter- 
prise of such magnitude and complexity as military action 
against Cuca, Throughout, the ervhasis on ermmond 4.4 contol 
was 8 dominant and bervasive influence. Derlved in the firsc 
instance froti the larger stragetic purpose and context of the 


Plans as a wndle, it itmp.nzed upon ard was reflected in tua 


plans directly, setting in motion much of She planning activity, 


defining the character of what would be done, determining hou, 
by whom, and when, and even stipulating the content of many of 
the provisions. UDemonstreted in the experlence, moreover, trare 
command and control phenomena unique to the contingency plan- 


ning function itself, 
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830. Contingency planning witnessed no abrupt break or sudden 
metamorphosls in character following the aerial reconnaissance 
photographs of 14 October that precipitated the crisis. The 
planning that had been undertaken prior to the crisis and 
the planning that went on during 1t proved to be of one con- 
tinuum. Indeed there were radical substantive departures in 
certain regards, both in the form of revisions and additions, 
but essentially the same conceptual approach was retained as 
before. Planning continued to be in terms of two types of 
contingency operations ~- air strikes and invasion. What- 
ever extensive modification did occur, moreover, was made 
incrementally over time. The signifieant difference was in 
degree rather than in kind, It was manifest in the accelerated 
pace of planning under the comoelling urgency of the situation 
at hand, and in the multiplicity and varlety of alterations 
that concrete militarr circumscances or the subtle complexities 


of policy ana strategy considerations required. 


831. The dominant factors shaping the character of contingency 
plans were: 

a. Military assessments of the intrinsie mizitary 
situation Ln Cuba, 

Ὁ, Civiltan decision makers' appraisals of the Cuban 
military s2tuation and evaluations of its Operatlonal signi- 
ficance, 

2. Poliey and stratezy requlrements, as interpreted oy 
the national decision-making authority, and 

Δ Pirate limice to che military resourges aad ecoae 
bilities effectively available for Cuban operations. 

The fluctuating interplay among these four factors, since the 
relative velzht of each varied at different Cimeas, might ltself 
be considered an additional factor influencing contingency 


planning. 
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523. The two contingency plans trat became the applic2ble ones 
were not in an aporoved status then the ertgis firat broke. 

The basic plan soverning air-strike operations was approved 
relatively quickly, but sattling upon a basic operational plan 
for invasion and getting it approved was a time-consuming procesa, 
In the interim, the absence of, or ambivalence in, key planning 


terma of reference resulted in considerable confusion. 


833. In part, the difficulty lay in the functioning of the 
contingency planning system itself, woich made for an element 
of built-in ambiguity. Approval seemed to be a random process. 
There were no unequivocal criteria for determining whether a 
planning item was approved or not, A given basic plan ~- 
or ἃ component -- could officiolly be in existence on one of 
four different levels of approval: 

ἃ. Approved as a "“eoncent" cf a proposed plan. 
δ. Approved as an "ouclire plan." 


, Approved "for plenning furreses onl. 


bs 


d. Approved as an "operation plan" for imolementarier 
when directed, ; 
The plaas, or individual pvortions of them, did not necesaarily 
have to go through each of these four stages in sequence 
Throughous the erisis, various parts of the contingency air-strike 
and invasion plans enjoyed one or another of tnese differeny 
levels of approval A fay provisions never forrally recetved 
official approval on ary level, cut were ostensitly accepted 


as though integral to ar approved “operation pian." 


334. Another soures of difficulty was tne extreme secur ty 
sensitivity attached to planning activity during the crucial 
first ten days of the crisis. wnateviy its original jastificacion, 
the denial of timety information regarding planning developments 
to all those having a functtonal need ta know worked a Ser.oug 


hardship on staff personnel within the OJCS as well as on planners 
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and operators in the field. It was especially acute in relation “ 
to the approving of plans. (En the case of tre invasion plan, 

use of the "Exclusive For" device in message addressing prevented 
adequately broad dissemination of explicit notification as to 

which particulary basic plan had been decided upon, and served 

to prolong the confusion already associated with the term 
"approved." Precisely which invasion plan had been adopted was 

not clearly understood by all concerned until well after the 

erisis had reached and passed a climax and was apparently on 


its way to being resolved without recourse to military hosti1ities,| 


836 A marked feature of Cuban contingency planning was that 
it waa 2 dynamic on-going process. Despite the coming of the 
crisis having thrust the centers of the planning from the 
realm of hypothesis into the reality of the here and now, 
planning requirerents ratner than baing narrowed and simplified 
thereby, were expanded and made more intricate. Precisely 
because the plars were never irplemented, yet had to keep 
adjusting to the vicisstcudes of eventa and needs, they never 
achieved final form but were constantly in transittonal growth. 
At no point could tney nave been said to be complete; ac least 
some aspect was always in flux, either oeing initially fermulated 
or undergoing transformation. Aga consequence, the contingency 


plana progressively crew in dinension end detail. 


834 Some of tne planning aevelorpnents were internally gonemted 
within the military establishment. Among these were the chanses 
that effecved a consolidation οἵ tactics. commend structure to 
centralize control over the planned contingency operations. 

By far mosu of the motivation for planning activity, however, 
came from outside, emanating from ἃ political source at the 
very apex of the command and control pyramid. 4s in other erisis- 


related activity, the national decision-making authority injected 
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itself whenever it chose isto she contingency planning machinery ’ 
and laid dowm the governing terms of reference or stipulated 
specific provisions to be incorporated into the plans. Indiréetly, 
even the rationale for modification of command relations can te 


traced ultimately ta the same source. (certaz y the impetus 


for augmentation of force “ae commitment 


and for reducing reaction times was 


given at the highest civilian executive echelon} 


837. In this larger environment, the command and control 
processes operative in military contingency planning tended to 
be ad hoe ratner than inatitutionalized. Although these 
processes did not follow consistently a formally astavlished 
organizational or procedural scheme, nor comply with a sys- 
tematic body of doctrine, there were certain general patterns 
apparent. The genesis of important planning developments durin 
tne crlais was characteristienmlly at the natlonal decision level, 
the Waicea House usually ocing tae pric mover, while τῶϑ 
substantive planning was actually performed on the CINCLANT level, 
aftben at the Service eempcnent echelon. The ICS vlenning role 
thus was frequently that of passive intermediary between planning 
orinelpais -- the political authority whose requirement inivlated 
planning action and the tactical force commander concerned whe 
did the operational planning. Typically in sich an agent 
capacity the JCS merely conveyed the planning requirements 
received from the Executive Office or Secretar; of Defense, 

offen without any ey ders amolificatieai or Suether gu.cares, 
directly to CINCLANT (who in turn might sometines delegate them 
to a subordinate commander), taen passed CINCLA.JT's responses 
back to the originator with little amendment. The cbier ccs 
function in these instances wes follow-through staffing, to 


coordinate and monitor all the planning action precipiteted 
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by any particular requirement. It was the Cuban Planners of J-3 
upon whom this monitoring responsibility devolved, In short, 
the military contingency planning function did not constitute 

a “system” tn the proper sense of the term, but consisted of a 


series of discrete responses to explicit external reduirements. 


838. There was generally a positive correlation between elapsed 
time and scale of force commitment. Progressively during the 
life span of the erlsia (and evan beyond) the trend waa upward, 


with the size of the planned force commitment ever expanding. 


839. The tendency was to a large extent a normal rectification 
of the original underestimated force requirements resulting 
from appraisal of the enemy situation as it had existed earlley 
in 1961, which now had to tale into account reassessments 
reflecting 4 greatly improved Cuban military capability. But 
to some extent the tendency to keen raising the level or force 
comm trent was less directly related to conventlonal ordsr-of- 
battle intelligence factors. Passase of time alone allowed the 
Luxury of giving consideratlon to seme of the more terlpherel 
operational reduirements attending or Flowing frou lrplementacion 
of the plans, and 10 also invited tne malcing of nea provisions 
to accommodate some of the more remote possiollities that deve.- 


opments could coneeivably tate. 


40 Perhaps most amportant, however, was the desire on t3ath 
operational and policy levels to ersure adequate sarety margins. 
Tne Bay of Plgs had cast a Ἰοῦς shadow, and everyone was pre~ 
disposed te have enough forces thls time ‘just in case.” Tactieal 
commanders were inclined to add, on thelr ow initiative, extra 
combat strength in exces3 of that authorised in Plans when they 
deployed their forces, while top national decision raxers went 
further and formally directed large~scale augmentation of the 
planned force commitment, even in the face of military advice toa 


the contrary. 
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841. The cumulative effect of these various incentives wes ° 
a steady qualitative and quantitative increase over time in the 
tatal magnitude of force available for planned Cuban contingency 
operations. By the time the crisis had run its course the 
increases in the planned commitment had exhausted the forca 
resources on hand and affected a significant portion of the 


reserves. 


S42, Neither of the two contingency plans was a self-contained 
quantum that, if ordered executed, would inexorably be carried 
out in toto. Many provisions were never intended to be automati- 
cally implemented in due course. but were contingent upon deing 
expressly ga dlrected at the time by decision of higher anthority. 
These conditional or reserved provisions in effect constituted 


yet another order of contingercy planning over and aocove the 


contingency plans proper 


In tne case or tne aizreatuihe 


individual portions, all codified aeccordirg to scale and <vype 

of oneration.{ Only that ircrement specified would oe cexrmsied 

out and no more. Tre suostance of other provisions, such as scme 
of those pertaining to etvil affairs ratters, for example, was 
by design unspectfied and deliberately left anen-anded, simply 
because it coula not be determined beforehand bus tould devend 
upon the course cf urfolding ever*a once operations actually 


begar, 


au3,(4 lerse share of the problema encountered in contingency 
planning for the Cuban errsis arose precisely as ἃ result of 
efforts to respond to exacting command and control demands of 


national decision-making authority. Foremost and most persistent | 
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Cras the problem with reaction times in conjunction with ‘ 
discriminate magnitude of force apovlication. All of th? changes 
attending definition of selective options ané minimizatlon or 
their respective lead-times came into being because of Presidential 
Ansistence on eg close as possible to instantaneous execution 
capability to carry out, on order, predetermined operational 
courses of action in specified kind and measure -- at his 
discretion as the nation's Commander-in-Chief, The main 
vehicles of command and control for realizing this decision 


flexibility were the contingency plans. | 1 


844.) The degree to which these national command and control 
Gepiderata were satisfied during the Cuban crisis 1s unprecedented. 
As provided for in contingsney plans, a major alrborne and 
amphibious invasion would have veen under way seven days efter 
a national decision to implement CINCLANT OPLAN 316-62. For the 
FIRE HOSE option of CITCLANT OPLAN 312-62, at onze point in the 


erisis the tlme lag betyeen tae President's "Eaccuble” and 

TAC's "bombs on target" would have been something less shan 

one pour; over ἃ sustained period it would have been under 

three hours. About the same reacvion time was provided for in 
the even more ambitious FULL HOUSE opticn of the pan.) Sueh 
fine-grained choices among military alternatives by the political 


desiston-malcing authority nad never oefore been approached. | 


ee, 
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845. One characteristic of military activities during a 
erisis is that they often tend to develop a momentum of 
their own which compels them to continue after the 
political circumstances which spawned them have been re- 
solved or ceased to exist, Cuba was generally a notable 
exception, despite the scale of military operations, 
Once the political crisis had started down toward re- 
solution, U.S, military activity kept pace with it. 
Readiness was gradually reduced and forces dispersed 
piecemeal. To be sure, part of this process was com- 
pulsory, the result of the inexorable pressure of mainte- 
nance and training needa, Atv she same time the military 
stand-down, in step-by-step phasing with the progressive 
political easing of tensions, helped to acnieve the 
political acbjective of nortraying the U.S, as willing to 
settle tne problem peacefully out ever ready to revert 


to military means if necessary, 
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A, POLITIC‘ RESOLUTION! ¢ TH: CUSis 

O43. {5 with the U.S, military deployments, the political 
resclution of the Cuban crisis fell into two phases, The 
first ended with the Soviet concession on October 28, and 
wag characterized by an essentially exclusive exchange be-~ 
tween the U.S. and the Soviets Union. Once the Soviet agree- 
ment to withdraw the missiles nad been achieved in principle, 
tha next phase, extending from October 28 to November 20, 
involved the efforts and negotiations to ensure that the 
Soviet commitment was carried out. During thle period 
participation in the negotiations broadened to include the 
Cubans, the United Nations, and even the International Red 


Cross, 


647, The copy of the President's address of the 22nd that 
was transmitted to the Soviets was accomganied by a persoral 
measage to Premier Iairushoneyv. In it tne Pres-dent stated 
thaé he wisaed Karushehey tg mow imtedirately and accurately 
tne position of the U,S. in this matter, empnasizing that in 
vasions U.S.-Soviet Giscussions he naa alweys feared that tne 
geass ve ld ποῦ ocerstaad the will δῦ cate -1ination 
of the 1.5. He recalled trat at Vienna he had told the 
Premier that the U.S. would not tolerate ary Soviet action 
whicn in a mayor way disturbed tne eclisting balance of pover, 
de further stressed that tne U.S, action now oeing talcen Jas 
the mtnimum necessary, sat that tne Soviets should τοῦ there-~ 


1 
by make any misjudgment. 


tstate ressage 961, October 22, 1962, CONFIDENTIAL, 
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848, The official Soviet reaction came on the 23rd in a 
formal note which denied that the arms in Cuba were 
offensive in character. It was a relatively mild and 
obviously hesitant renly. Khrushchev also sent a private 
letter to the President, rejecting both the U,S. claims 
and the "Interference with sovereign rights," but the tore 


of ths letter was similarly restrained.+ 


849. The President immediately acknowledged the Russian 
letter with a brief message, saying that he was concerned 
that both leaders show prudence and do nothing to allow 
events to make the situation more difficult than it already 


? 
Was. 


850. On the same day the U.S, quarantine went into effect, 
and the U.S. resolvtion defending the American actions was 
presented itn the U.N, The OAS supportea tne U.S. action in 
8 meeving of {ts otm, TPhrovgrout the worid tners was a 
marked absence of poeitive Soviet or Bloc reaction. Theres 
Were press attacks aplenty but no military moves. Bloc 
military alerts were c&lled without fanfare and readiness 
increased, but these were defensive moves Both CINCPAC 
and CINCEUR reported no indications thet che Bloc was pre- 
Paring to initiate hostilities in their theaters ana, 
especially imocrtant, no incidents occurred in super- 


sensitive Berlir, 


851. Late on the 23rd came the first really nooeful sign when 
some of tne Soviat Dloc snips neading ts Juba were seer to 
have cnanged course, Additionally, the reply from Khrust.cheyv 
to 4 letter from Lord Russell, the British ohilosoprer ana 
pacifist who nad introduced himsel? into the crisis, was 
moderate and promised that the Soviets wovle do nothing 


rash, 


+state Message 1042, October 23, 1962, SECPIOT, 
=svate Message 985, October 23, 1962, CONFIDENTIAL, 
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652. The U.S. for its part, was making every effort to 
keep the crisis concentrated in the Caribbean. U.S. forces 
dn Europe remained at low alert posture. A formal but not 
hostile message was sent via the Secretary of State to 
Moscow, detailing the psocedures "unidentified" submarines 
should follow when challenged by U.S. naval forces. U.S. 


attaches in ifoscow were ordered to continue to register for 


E 


- yi 


travel within the USSR; poth for collection of indications 
information an jto avoid giving tne Soviets cause for view- 
ing the absence of travel recuescs as a further indicator 
of possible ngstzle u.S, action, 


3.2, The fceretary General of the U.N. personally inter- 
vened on the 24th, urgently appealing to the U.S. and the 
Soviels to suspend, respectively, the quarantine and the 
shipment of arms for a period of tra ox three weeks. Tne 
Soviets acceptcd the proposal the next day, but the U.S. 
neitner refused nor accessed, empnaslzang baat νὰν only 
ansuer to the crisis lay in the removal of the wearcas from 
Cuba. The U.N. inituative was obviously unwelcome in Wesh- 
ington, since it offered tne Soviets a sotewwial chince to 


gain time. 


354 Another private letter from the Presiaent to Khrushche,s 
the next da: castated the tassis thet *ne foviess had rte cued 
the first challerge, despite nurerous pledges not to send 


offensive wespens to Cuba .* 


use, DNI to ALUSNA, wloscow 2413192 October 19£2, SECR:T, 
2 DAIN 280236, October 25, 1962, CONFIDENTIAL, 


TOP SECRET - ταῖς 


ΤΟ Νὴ 


TOP SECRET CRET 
855. The Soviet reply in the U.N, to the U.S. resolution 
on the same day further reflected a Soviet desire to avoid 
the appearance of a direct confrontation between the U,S, 
and the Soviet Union. The approach seemed calculated to 
create a climate for the U.S, reversal of the quarantine, 
to diminish the threat to the U.S., and to reduce growing 
tension among the Bloc nations. Reports from U.S. and 
Allied diplomats and military attaches in Bloc countries 


confirmed this nervousness. 


856. Late in the evening of the 27th Khrushchev replied to 
the President's message af ~he same day in a letter which 
sounded very reasonable and sincere in its apparent candor. 
However, he stated that Soviet merchant sniss would ignore 
quaztantine instrustions and that the Soviet Union would 
procect its shipping,! Since Soviet shipping had already 
begun to turn bac'’s in large numbers, the threat was viewed 


as primazily; verbal, 


857 At the same sime, in the Caribbean, major Soviet sub- 
marine aotivity became apparent. The extent of these 
operations was considered significant in chat plars must 
have been made well in advance of che current eslsis and 
the submarines tnemselves deploved not later than che 


first weex in October, 


858 The 25%a closed with a number of hesef] s_gns ta 
its credit, 311 evidencing a Soviet desire to play down 
the ¢risis and to atc’d 9 high seas confrontetian On 


the ouner hand, aerial reconnaissance of Cuba indicated 


TTawd BARRON  π συσσσνησι 
DAIN 280090, October 25, 1962, SECRIT, 
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that construction was continuing at the missife sites and ' 
hurried efforts at camouflage were being undertaken. 

The White House announced this fact the next day ina state- 

ment notable for its ominous overtones, suggesting forceful 
action in the fairly near future. While the attention of 

tha world was riveted on a possible confrontation at sea, 

the Soviet actions with regard to the missile sites were 

far more critical. No ineident on the quarantine line 

could be as serious, or as clearly an indication of Soviet 
intentions, as their actions now in regard to the missile 


sites. These were the real potential casus belii. 


B59. By the morning of the 27th all 24 SAM sites appeared 
to be operational, along witn three of the six surface-to- 
surface missile sites. Of the six MRBM sites and three 
TRE sites under constructio1, seven had four erectors in 
place at eaecn site. Paive nuclear assembly storece areas PRAY 


nad been identified, 


359. However, on the 26th cota the U.S. and Soviet Union 
responded to a new appeal from the U.N. Secretary Gererel, 
the Soviets agreeing to keep their ships away from Cuba for 
the next few days and the President promising that he would 
"try to avoid any direct confrontation at sea,” The day 
also brought a very long private letter frou Knrusnches 

to the President. Ὁ Was moderate and reasm-ble, ' ay venus 


and troublec and clearly tinged with fear. The Premiez 
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stressed that Soviet leaders wers rational and reasonable 
people, and he called for a goint effort to solve the 

crisis peaceably. For the first time the Soviet leader gave 
in print a clear indication of a Soviet willingness to with- 


drav its weapons, 


361. On the 27th Khrushchev sent another long message to 
the President, thia time made public in ἃ Moscow broadcast, 
proposing that the Soviets dismantle their Cuban missile 
bases and withdraw their jet bombers, if the U.S. did like- 
wise in Turkey. The lettar seemed patently an attempt to 
rescue something from the wreckage of Soviet policy, and in 
nis reply the same day, the President simply ignored the 
morning Soviet message. Inscead he based his reply upon 
the Knrushenev letter of the 26th, readang much into it 
woien was veiled or merely hinted at in tne letters. The 
President stated that the Khirushenev letter contained 
"yrovosais' wnich seemed generally acceptable, i.e.) shat 
toe Soviets would dismantle its bases and remove its offen- 
Sive weapons under UN. supervision, and would nals further 
shipment of such weapons, in exchange for which the US, 


would halt the quarantine and uledge not to invade Cnas. 


Nan 


vic. A White House communique iasued srorily after tne 
Prealacert's mtssage amplicatl; ccalt witn the Suviet stg- 
gestion of a Cuba-Turker deal, vejeccing sath 2 deal as 


totally irrelevant. 


- 2 Tnav azteraoon tae only U.S. compat ioss of tne crisis 


occurred when a U-a8 disaspeared over Cuba, a victim of the 
Eoviet SAiI's Tt was urban Tur several days just how tne 


plane was lost, but plans were immediately laid to ensure 


"state Message 1101, October 26, 1962, SECRIT, 
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that reconnaissance flights were protected and that further 


losses vould bring promos retallation. 


of". The close of the first phase of the political resolu- 
tion of the crisis came with the Khrushchev message, broad: 
east over the Moscow domestic news service, at 1400Z on 
the 28th, accepting the terms of the President's last 
message, namely, diamantling of toe baseg and return of tne 
ejuloment to the Soviet Union, under U.N, supervision. The 
Rusaian note made no reference to the suggested Cuba~Turkey 
daal. In answer, the Presldent issued a statement welcoming 
the Soviet decision, pointedly adding that developments were 
approaching a point where events could have become unmanage- 


able, 


8G). Castro appeared on stage at this point with a list 

of five damands on the U.S., in return for which he would 
agv-ee to the susyension of rissile cite construction. 

These demends caused some concern during the nexb tio weeks 
85 a possible stunmling block to the U.S,-Soviet negoctiacions, 
bu& never really became the subject of serious negortatior, 


The U.S. continued to deai only with the Soviets, 


vow. Ene U.N. Seoretary General fley to Havana en the 30th 
to confer for two days itn the Cubans, and during tnis 
perlod the U.S. lifted the c.aicntine and suspendeéa eerzai 
surveillance. However, on ‘12s return tne follo..ins day, 
the Secretary General could only say he had teen inforaed 
unat Gne msccile Sives were cerns c.smarcled. ΤΕΥ: 
obvious that the Cubans hed rajected δὴν U.N. Supervision 


ena nvere stacking to uneir fics demands Muscow entered 
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the impasse by sending its First Deputy Premier Mikoyan 
to Cuba, but Castro on Novenber 1 openly rejected any 
international inspection, including that by the Swiss 
international Red Cross Committee as had been suggested 
by the Soviets as an alternative to the U.N. 


867. As to the dismantling of the missiles themselves 
there waa some concern generated by reports to the JCS 

that initial photo interpretation of pictures taken by 
reconnaissance flights on the 29th indicated that work 

was still in progress at the missile sites. However, fur- 
tner reconnaissance chanzed tha view, and the President was 
able to announce on November 2 that the bases were being 


dismantled and the missiles crated. 


853, On the 4th the issue of the IL-22's became acute, 
since photographic evidence revealed trat there had been 
no reduetion in the numrer of kembers ard that these vere 
still being wuncrated and assembled, The U.S. warned tna 
the erisis could again become critical if these planea were 
turned over to the Cubans This voint remained the key 
Lesue during the remaiader of the crisis, although the U.S. 
still clung, at least publicly, to tts demand for a verlfi- 
cation system, However, with eaen passing weel, the 
likelihood of acnieving tnis goal seemed to grow more 
remoce. Not oniy did τι Soviets eigloy delaying "acul6r 
in dvs" saing the grob*2.1, . ὃ tue %,S ace igscence in 
simoly a "close-in-lock 25 the missiles being zarcised o-t 
of στοὰ uy Soviet snips teruedc to degrade heavily tre U.S, 


eam thet an on-site inspection aystem waa necessary, 
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859, The Swiss International Committee of the Red Cross, 
an alternative to the U.N. inspection which Castro had 
rejected, had obviously had second thoughts, too. Despite 
the Soviet'!s proposal to use the organiuation in this capac- 
ity, and the U.S, willingness to accept, the Swiss organiza- 
tion withdrew itself from the situation on November 13 by 


refusing to accept any role, 


870, This left only aerial reconnaissance as the sole U.S. 
means of verification, but on the 15th Castro threatened 
to shoot down U.S, reconnaissance aircraft as he had the 
U-2 that had disappeared on October 27, Consequently, the 
U.S, again promised swift retaliation, and reconnaissance 


flighta continued, 


871. Obviously tne Soviet representative was bringing 
pressure on Castro to consent to removal of the bombers 
wiilch Castro had clalmed were Cuban preperty, unlike tne 
misSiies ‘nich had remained Soviet, At tne same time the 
Soviet Union as at least pub]izly backing Castro's five 
claims against the US. However, suddenty on November 19 
Castro informed the U.N Secretary General that Cuba would 
not objeat if the Soviet Unton remeven tae Dh-¢i's, The 
next day Knrushshey, informed the President tnat ail the 


bomters would ce withdram witatn thirty aarys 


872 The U.S, cojectives had seen achieved, although witnout 
the type of inspection and verification the U.S, had at first 
devandec. Therefore, tha President srgered the quara-tine 
lifted on the 20tn, and the major potitical pnase of the 
Cuban crisis came to a close, although negctiations for 
inspection dragged on inconclusively ana finally ceme to 
a gradual end in December + 
-.---ὄὖῬῦϑῬ’ϑῸ-ὃῸ Ὁ Ὃὃὁὃ.ῦυυ. 


ἔξου fuller treatment of the problem ef verification, see the 
chapter on The Naval Quarantine, 
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B, NULITARY ADJUSTMENT ΤῸ TEE POLIMICAT, SEPT. EMENT 

873. The Soviet concession of October 28 came at a time 
when pressuves were mounting for some decisive and forceful 
military action, and this action may indeed have been only 
hours away when the Soviets announced their wtllingness to 
withdraw. From the earliest indications of Soviet caution 
and hesitation, as evidenced in the turnabout of Seviet 
ships on the 23rd, the U.S. high command had been faced with 
two conflicting tendencies. One was to go slowly so as to 
give the Soviets time to withdraw. This meant accepting the 
evidences of Soviet caution and hesitation as such. The 
other pressure came from evidence thet the Soviets, despite 
their political indications of caution, were nevertheless 
continuing to prepare the missile sites with the obvious 


intention of making them operational as soon as possible. 


874, Thus, the desire of the U.S, political authorities 
for a political resolution of the crisis haa to be balanced 
against She unchanged and, indeed by the 28th, arparently 
increasing threat. The JCS al this moment were in favor 

of direct military action. [They had recommended to ene 
Secretary of Defense very early on the 28th that o2sause 

of the continuing outld-un in Cuba, CINCLANT OPLAN 312 

be executed no later than llonday morning, Cetover 29, unless 
there ‘rare irrefutable avidence in the meantime tnat the 
offensive weapons were being dismantled or rendered in- 
operable. ‘They also recommenced that CINCLANT OPLAN 326 

be eceauted ξηρὴ divs afteruacd,* Tosir attitude '3s 

that the only gure way to elarincce i.e throat Was oy Gisert 


attack, and that in the iong run this was the best course 


of action.2 | 


’ rad —_ 
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875.\The Chairman, however, dissented and in transmitting 
the recommendation for the Monday daym strike stated to 

the Secretary that he had not participated in the JCS dis- 

cussion leading to the recommendation, His duties as the 

military member of the Executive Committee over at the White 

House had kent him there, He had, hawever, read these same 

recommendations to the Executive Committee of the NSC the 

day before, October 27, including his disagreement. a=) 

position was that the U.S, should await further evidence 

of Soviet/Cuban reaction oefore taking the irrevocable 

atep, while sii1] maintaining continuous readiness to excute 


the plans ,* 


876, The first JCS reaction to news of the Soviet con- 
cessicn Sunday the 28th was one of caution, Their opinion 
was that the Soviet proposai mignet well te an insincere 
effort to gain time, ond therefore there should oe πὸ 
relaxation of Alert procedires.- Tae FCS STTREP of tnat 
day analyzed the Knrushchev message and delineeted its 
pitfalls, pointing out nov tiie anoarent concession covld 
oe utilised by the Eoviecs as a rears to confuse the situa- 


tion @nd weaken che U.S, position,= 


877. The sugpicion remained alive several rore Aaya until 
cositive evidence of the dismantling of the oases was 
veceived, In fact, on tha 35th CLUCL®ONT forvarded to the 
JIGS 4 message to hire fran CINCAMLANT, statarg that Initial 
examination of aerial phutos taken on tne 29th shoved no 
evidence that the Soviets had as yet closed ‘ork on the 
Sites, and that tney seemed to oe moving anead as rapidiy 
as possi12le in an all-out eflosrt to get the sites opera~ 


rional. The dispersion and camouflage 2frorts oetngz 


Tey 65. OR Deane WHE πα 
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230s Msg 7065 to CINCLAN?, CINCONAD, CINCSAC, 2815562, 
October 1909, TOP SECRE, 
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undertaken, warned CINCAFLANT, meant that there might be 
only a few more days left in which the sites could be 
attacked with full assurance of succesa. He recommended 
ultimately a seleotive attack and reattack, but immediately 
urged a massive reconnaissance effort. 

878. This large-scale, lowelevel reconnaissance effort was 
begun and evidence of the site dismantling was shortly 


found. 


879. The Soviet concession, however, on the whole brought 
about an immediate lowering of tension. The sense of 
urgency scemed to leave the crisis, and while, as will be 
seen, U.S. forces remained alert for ancther menth, the 
pressures of the latter period never equailed those of the 


first ten days. 


C, DISMANTLING THE MILITARY EVUILD- UP 

800, The second phase cf the erisis, gust as the first, 
involved two contradictory vreris. On the one hand was 
the feeling that the new peviod of political maneuver 
could provide a valuable opportunity to pusn ancad in the 
rerining of pians and the ancreasing of conttnsence farce 
readiness In cise politicel negotiations fatled to achteve 
tne U.S. objective. On the other was the development very 
socn of the requirement to lower the readiness posture ct 
some forces in response to the irevitable demands of main- 


tenance, training and personnel morale. 


851, The JCS took cognizance of the by now general problem 
of necessary ctend down on November 6 when it notifted 
CINCLANT, CINCSAC, CINCONAD, and CINCSTRIKE of a meeting 
to be held in Washington the next aay [the three suopects ( 


ee 
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[9 be discussed were the need for augmentation of the OPLA? 
316 assault forces; the length of time their forces could 
maintain their present alert posture without significant 
degradation of combat capability (the date of November 15 
was given as an approximate time for some degree of stand- 
down if there were no definite indleations that OPLANS 312 
and 316 would be executed); the propriety of rescheduling 
a large training exercise with the participation οἵ the 
forces whieh had been assembled, while the period of high 


Level af concentration still continued. 


882, Much earlier, however, the pressure for some sort of 
atard-dowm had begun. CINGQNAD on the 29th had requested 
permission to return his fighters from their dispersal bases 
to home stations, except for the 32nd Region, emphasizing 
that the overall readiness to execute the general war mis- 
oior would be enhanced by the opportunity; to recycle weczpons 
and check out and raintasn aurevafi.” Tie JCS conecucred 
only in a partial reduction of CTNCONAD's fovea dispersal 

at that time. The sharp sense of relaxation which occur- 
red is well illustrated by CINCGOMAD's czse Untii the 
moment of the Soviet concession he had been making repeated 
requesys for .ijor sugnentacion of the azc defenses of tr2 
southeast U.S., ον to swing abmiptly around and oe the 
first to recuest some degree of stand-duwn, Ts be sure, 
CINCONAD's provlem was primarily a general war one, and 

his vole in the event of Guban operations was not expected 
to be @ magor one. Therefore, with a first reduction of 


tension in the contingerey area, CINCONAD doubtless seized 


pn 
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the opportunity to improve his major mission readiness. It 
should he recalled that CINCONAD!'s general war preparations 
had been disrupted somewhat by the necessity to augment the 
air defenses of the southeast U.S. 


δός, The first relaxation in ‘eediness postnre came on Nov, 14 

when the JCS cancelled MINIMIZE for all areas except LAN?COM 
3 

and CARIECOHM. 


Sas, The JCS met with che President on Neveriber 16 and 
revorted on the readiness status of forces involved in the 
Cuban contingency plans. The memorancun they gave the 
President is a succinet surmation of the readiness peak 
reached, although, in Tact, tas neal hed already been passed 
two weeks earlier, 25 the preceding varagrevnas aave sneen. 
By November 16 atand-dusns haa alrvedy occuvred in < qumber 
of svots. The memo tnerefore portrayed a posture that really 


no longer exactly existed. 
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(1) 312 - 2 days , 
Ἃ2) 316 - 10 to 12 days (5th MEB and organic 


shipping excepted). 


89°, The JCS recommended staying in the present posture 
for the immediate future. All commanders were therefore 
ordered to maintain the readiness posture quoted in the 


memo until otherwise advised. 


860 , {CDICLANT was authorized to conduct Exercises SUNSHADE, 
five exercises rehearsing the airborne phase of OPLAN 316, 
and involving the airborne divisions. However, the JcS 
warned him tnat each @xereise would have to ve evaluated 

to ensure that né real degradation of readinesg te conduct 


316 resulted. 


8S1 , Within three days the situat.on enanged ‘The quer- 
antine was lifted, folluving tne Soviet pramise to remove 
the IL-28:'s, and CINCLANT waa ordereé to return ali LANTFLT 
ships to home vorts and normal operating areas at nis dis- 
cretion. He was irstoucted to keep one CVA with air group 


ready in the Mayport-Ca-ibbean area. 


892 (Ene JCS sougnt the opinion of CINGONAD, CIiicsac, anc 
CINCLAIT the next cay on recommended readiness lev2is to 
maintain a reaction time of 72 hours for OPLAN 312 and to Jeaicts 
for 316. The various opticns o7 212 and BLUE (“00N recon- 
nalssance requiremer 43 were also giver lorser suggested 


reacticn times 
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8u4 The final wind-up of the erlsis machinery was recom- 
mended to the Secretasy of Defense in a memorandum of 
November 28. It yointed out thet the new phase of the 
situasion was marked by fthe termination of the 1/8 air- 
berne alert (November CO), the return of the B-47's τὸ 
their home bases (Noverber 24), except for those in Ploride, 
the euthorization to all commands to return to DEFCON §. the 
release of the Aar Force Reserve Troop Carrier Units the 
revurn to normal operatiers of all naval forces and air 
Squadrons associated with tne quarantine. ecsenizing the 
need for continued reconrsisgsence, as well &s meintenance 
and the problem of personnel hardship, the JCS recommended 


new reaction times with furbher reduction vo a norrel } 
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[φτοῦ posture prior to Caristras, conturgent upon the 

= uel Soviet withdrawal of the IL-28's, Tires were again 
spetied out or the various reconnaissance missions and 

the options Οὗ 322, 'OPLAN 312 itself was set. at a 72-hour 
veaction time and 316 at 18 days, A11 air defense units 
would resume normal posture except units needed for permanent 


augmentation af the southeast υἵϑὰ 


‘ 


895, Avchority was requested to return all West Coast 
Marine wt its and all but a few small Army units to name 
stations immediately, The objective was to be the ret urn 
of .11 units to home posts by Christmas, including the 


seturm of dependents to Guantanamo, 


896. The memorandym was approved by the Secretary of 
Defense, and all commanders ser: roquesvec te implement 
it with resoect to the units assigned to their operational 


eontral 1 


697. With thts order, to all incents anc purseses, She 
military pnase of tne Coben erisis came to anend, Both 
offensive and defensive machinery vas in tie process of 


dismantlemant. Reconnaissance of Guba continsed and the 


wih 


inspeotis of outgolng Soviet ships carryirge tae IL-28's 


hav stil to ce canductec, ort the largast oeacetire « 


e 
marshaLid QPS and deploymert of U.S, Serces rapicly secanr 


᾿ ue nigtsory. 
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